CGIAR Resource Allocation: Medium Term Program Plans and Funding Requirements of CIMMYT, ICARDA, and IRRI by CGIAR Technical Advisory Committee
Consultative Group on International.Agricultural Research 
Mailing Address: 1818 H Street, N.W.. Washington, D.C. 20433, U.S.A. 
Office Location: 801 19th Street. N.W. 
Telephone (Area Code 202) 334-8021 
Cable Address-INTBAFRAD 
FROM: The Secretariat August 31, 1989 
ICW/89/20 
International Centers Week 
October 30 - November 3, 1989 
Washington, D.C. 
Agenda 6 
Attached is the paper on "CGIAR Resource Allocation - Medium-Term 
Program Plans and Funding Requirements of CIMMYT, ICARDA and IRRI" for 
discussion and approval at International Centers Week under agenda item 6. 
A record of the decisions on ten earlier proposals and background 
documentation is also provided as annex material. 
Attachment 
Distribution 
CGIAR Members 
Center Board Chairpersons 
Center Directors 
TAC Chairman 
TAC Members 
TAC Secretariat 
Observers 
Medium-Term Program Plans and Funding Requirements of 
CIMMYT, ICARDA and IRRI 
Summary: In May 1987 the Group approved the recommendation to replace 
the annual reviews of center funding requirements by an allocation 
process wlth a five-year horizon. Under this process center program 
plans are examined in detail once every five years unless circumstances 
warrant a fresh look by TAC during the Intervening period. Thls 
process does not, however, change the current practice of centers 
seeking funding annually. The CGIAR secretariat will continue to 
propose to the Group funding needs for each center for the coming 
year representlng the yearly slice of the approved program. 
Since then the Group has received and has approved TAC recommenda- 
tions on the five-year program plans and fundlng needs for ten of the 
thirteen CGIAR centers. TAC reviewed the submissions of the remaining 
three (CIMMYT, ICARDA and IRRI) at Its June 1989 meeting. Thls paper 
states the resulting TAC recommendations to the Group. The Group is 
requested to approve the programs for these three centers as presented 
In thls paper. For a full explanation of center proposals members are 
requested to consult the documents submitted separately by each IARC. 
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SECTION I
International Maize and Wheat Improvement Center 
(CIMMYT) 
CIMUYT was estabilshed In 1966 by the Ford and Rockefeller Foundations to 
Improve maize and wheat productlon through research, distribution of 
germplasm, trainlng, sclentlflc and technical meetings, and information. 
Productlon of sorghum, rice, and other selected food crops formed part of 
the center’s broad mandate as well. Inltlally, work concentrated on maize 
and wheat, with subsequent Involvement In research on sorghum, barley, and 
trltlcale. The center’s current mlsslon is to help the poor of developing 
countries by lncreaslng the productlvlty of resources committed to malze 
and wheat, whether in research or on the farm; this is done by providing 
Improved germplasm, training, new knowledge and In formation, research 
procedures, and consultlng services. ClMMYT Is based In Mexico, and 
approximately 64% of international staff are stationed at headquarters. 
The remainder are assigned to regional and bilateral programs, with the 
center maintaining regional offices at 17 locations around the Third World. 
In early 1989 CIMWYT was officially constituted as an international 
organization. 
1. CIMMYT presented to TAC at its March and June 1989 meetings its five- 
year program plans and its associated funding requirements. The presentation 
included a discussion of CIMMYT strategy (CIMMYT in the Year 2000 dated June 
1989) and the center's program plans to execute its strategy in the next 
quinquennium. Following extensive discussions with CIMMYT staff at its March 
and June 1989 meetings, TAC has endorsed CIMMYT's proposal, revised tc 
incorporate TAC suggestions, described below. 
2. During its October 1988 meeting TAC examined CIMMYT's programs and 
management in the context of the external reviews. TAC broadly endorsed the 
recommendations and suggestions of the review panels. The review panels took 
note of CIMMYT's distinguished past achievements and commended CIMMYT for its 
substantial efforts in crafting a strategic plan to ensure equal success in 
the future. Major recommendations of the program review included: (a) 
structure new ways to coordinate research, training, and outreach activities; 
(b) move upstream to new areas of research; and (c) strengthen crop management 
research efforts and provide leadership on sustainability issues related to 
maize and wheat production. The management review found CIMMYT to present a 
continuing picture of excellence, dedicated leadership, and commitment by its 
staff. 
3. During the mid-term meeting in May 1989, the Group examined the external 
review recommendations and based upon TAC's endorsement fully endorsed them. 
CIMMYT Strategic Plan 
4. CIMMYT's strategic plan has undergone exhaustive review and revisions, 
reflecting the advice of the review panels and discussions held with TAC at 
its March and June 1989 meetings. The strategic plan has been developed with 
full participation of staff, board, and national program representatives. Six 
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key reference points were used in establishing goals, priorities, and resource 
allocations over the next decade. First among these were the primary concerns 
of the CGIAR system: emphasis on the poor, efficiency in resource use, 
sustainability of resource productivity, Sub-Saharan Africa and marginal 
lands. Five factors shaped CIMMYT's assessment of their future operating 
environment: maize and wheat economies; national agricultural research 
systems; new science; the physical environment; and alternative sources of 
suPPlY* 
5. CIMMYT plans to shift the emphasis in the relative importance attached 
to wheat and maize. The plan calls for a greater allocation to maize than to 
wheat over the planning period, reflecting the Group's concern for Sub-Saharan 
Africa issues of scale in plant breeding, and the System's 1985 judgement to 
reduce the relative commitment to wheat. The plan also signals an emphasis on 
research at the cost of a decline in consulting and training to national 
systems. In terms of CIMMYT's structure and organization, the strategic plan 
highlights a number of points: added momentum is given to disciplinary 
specialization through functional, cross-program groups; regional program 
management has been strengthened; and structures for overall research 
coordination have been modified. 
Five-Year Program Plan 
6. CIMMYT's medium-term program is designed to implement the first five 
years of the center's strategic plan. The center anticipates a shift toward 
crop management research relative to other research activities. Total 
(essential and desirable) allocations to training decline, most notably in 
production agronomy. Resources committed to the use of advanced biological 
techniques are expected to increase considerably over the next five years, 
accounting for the largest growth. (Total person years in biotechnology are 
projected to rise from one in 1989 to seven by 1994.) In activity terms 
germplasm improvement accounts for the largest share of essential resource use 
over the course of the period -- staying steady at approximately 32%. Crop 
management and physiology accounts for 10% of essential resources in 1994, up 
from 6% in 1989. Crop protection accounts for 7% of essential resource use in 
1994 (up from 5% in 1989), and genetic resources increases its share of 
essential operations from 5% to 8%. 
7. As shown in Table 1, during the 1990-1994 period CIMMYT's total 
operational requirements expand at an annual average real rate of 2.6% (from 
$29.4 million in 1989 to $33.4 million in 1994), while senior staffing rises 
from 106 positions to 119. Essential programs grow in real terms at an annual 
average rate of 4% (4% for staffing), while desirable programs decline by 2.5% 
per annum. 
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International Maize and Wheat Improvement Center 
Table 1: Costs (in 1989 US$ M) of Major Activities - Selected 'Years 
Activity 
1989 
Staff $ M -- 
1. Essential Programs 
Maize 28 6.28 30 6.75 34 7.91 5% 
Wheat 24 5.59 27 6.30 31 7.51 6% 
Economics 4 0.74 6 1.26 7 1.35 13% 
Research Support 12 5.05 13 5.57 14 6.28 4% 
Administration 9 4.70 8 4.19 8 4.19 -2% 
Total 77 22.37 84 24.06 94 27.24 4% 4% 
II. Desirable Programs 
Maize 
Wheat 
Economics 
9 2.20 9 2.64 7 1.89 
11 2.86 11 2.89 11 2.89 
9 1.94 7 1.42 7 1.38 
Total 29 7.00 
29.37 
27 6.95 25 6.17 
-3% 
0% 
-7% 
-3% -2% 
III. Total Cost 106 111 31.01 119 33.41 2% 3% 
1990 
Staff $J 
1994 
Staff $ M -- 
1989 - 1994 
Avg. Annual 
Growth (X) 
$ M Staff 
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8. The principal issues in TAC’s examination and dialogue with CR4MYT can 
be characterized as follows: 
(a) relative weight given to maize versus wheat research: 
(b) increase in upstream research through relative reductions in 
training activities; 
(cl specification of involvement in research with a sustainability 
perspective; 
(d) a judgement on CIMMYT’s classification of activities as essential 
and desirable; 
(e) an assessment of CIMMYT’s program approaches and the scale of 
resources needed to undertake them. 
9. In its 1985 Review of CGIAR Priorities and Future Strategies, TAC 
recommended that resources devoted to wheat should decline and those to maize 
should increase. This judgement was based mainly on the perceived strength of 
national wheat research programs as compared to maize programs in low-income 
countries. This assessment of the relative priorities has been implemented by 
CIMMYT. The center feels, however, that the importance of wheat, the true 
implications of decentralization, and the strong demand for CGIAR involvement 
in winter and facultative wheat research justify greater investments in wheat 
research. The medium-term program reflects this. However, maize will 
continue to be the larger program. TAC was in general agreement with these 
proposals. 
10. CIMMYT intends to move upstream away from applied/adaptive research and 
toward more strategic activities. This shift is based primarily on the belief 
that applying new tools stemming from basic and strategic research will reduce 
the cost of delivering the center’s current product mix. Relative reductions 
in training and consultation activities are planned as part of this 
reallocation of resources over the program period. One of the major 
underlying assumptions of CIMMYT’s MTP is that national systems will continue 
to strengthen, implying an opportunity to substitute national systems for 
CIMMYT in the supply of some products, especially training. The center is 
working actively to follow through on this assumption. With regard to Crop 
Management Training, for example, the center has held discussions with 
national program leaders and donors. TAC generally supported this shift 
upstream, while stressing the need for alternative arrangements for the 
continuation of training activities. 
11. With regard to 8(c) above, in earlier discussions, TAC observed that 
CIMMYT needed to make more explicit its involvement in research with a 
sustainability perspective. CIMMYT states that sustainability considerations 
are an integral part of CIMMYT’s planning framework. The center is st.rongly 
committed to maintaining the productivity of agricultural resources over the 
long term. Germplasm conservation, maintenance breeding, and training 
activities are all conducted within the context of promoting sustainable 
agriculture. Beyond this, CIMMYT sees future opportunities, particularly for 
additional crop management research on problems affecting large areas lying 
across several countries such as: the wheat-rice rotation of the Asian 
Subcontinent (with IRRI), and erosion control in Central America. 
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12. As regards 8(d) and (e), CIMMYT has presented its, five-year program 
using the CGIAR activity structure which fully describes the content of reach 
commodity program in terms of research thrusts such as germplasm enhancement, 
plant protection, etc. TAC acknowledged its appreciation for the clear 
presentation of CIMMYT's research and endorsed CIMMYT's program approaches. 
In developing its medium-term plan, CIMMYT attempted to analytically mark the 
distinction between essential and desirable components. Using the conceptual 
structure developed by TAC in designing the medium-term allocation process, 
CIMMYT in the first instance, examined its activity universe for determining 
the appropriateness of its activities in terms of CIMMYT mandate, relevance to 
research and need for international research. In the next stage, the 
appropriate activities were analyzed to identify high payoff activities for 
which CIMMYT was likely to be lowest cost producer either because of its 
natural endowments, i.e. location and human resources or because of the 
investments made so far in CIMMYT, i.e. for germplasm improvement and 
distribution. Activities which met this test were considered essential while 
those that did not were termed desirable. 
13. The results of this rigorous analysis were partly surprising. CIMWT's 
medium-term plan redefines its current essential program to be less than its 
current core program. Since CIMMYT is the only center in the CGIAR to start 
its medium-term plan with an essential program which is smaller than its core 
prow-, TAC very carefully reviewed and approved CIMMYT's plan to reallocate 
resources from desirable activities to essential activities. At the same 
time, TAC also considered whether CIMMYT's proposal for the essential program 
met the criteria. While this may raise questions of equity vis-a-vis other 
centers, TAC was fully satisfied that the resulting plan would be consistent 
with the original TAC analytical framework for developing medium-term 
programs. 
Financial Summary 
14. As shown in Table 2, TAC recommends for Group approval an essential 
program of work which is estimated to require a senior staff complement of 94 
and $36.6 million in funding for both operations and capital by 1994. An 
additional 26 senior staff and $8.8 million are also endorsed for desirable 
programs. The total program for 1994 amounts to 120 senior staff requiring 
funding of $45.4 million. In comparison to ongoing activities in 1989 at a 
level of 106 senior staff and $33.5 million, this recoxnendation projects an 
increase in funding for the total program averaging 7% in nominal terms (2% in 
real terms) during the 1989-1994 period. Essential programs are projected to 
grow at an average annual real rate of 3X, while desirable programs decline at 
an average annual real rate of 2%. 
Technical Point: CIMMYT reclassified their 1989 budget to show the transltlon from 
core and special project funding to essentlal and deslrable. 1989 core funding of 
$26.4 million and special project fundlng of $6.1 mllllon were reclasslfled as $24.9 
mllllon essentlal and $7.6 million deslrable. 
Cost Structure 
15. CIMMYT's 1990-1994 budget projections were set by applying unit costs 
per senior staff for each activity. In constant 1989 dollars, the average 
cost per senior staff year is expected to decrease slightly from $277,000 in 
1989 to $275,000 by 1994. Looking at cost structure by object of expenditure, 
senior staff salaries and benefits account for 34X, support staff salaries and 
benefits for 18%. and operational and other costs the remaining 48%. 
16. A large proportion of CIMMYT's total real growth of 12% in the essential 
program over the 1990-1994 period is projected for the first year, with 
staffing following a similar pattern. While total costs show a real increase 
over the period of 5X, the proposed increase in international staff positions 
is over 8%. This underscores the center's intention to increase operating 
efficiency. CIMMYT's 1990 desirable activities include some work which was 
core funded in 1989, representing a $1.7 million increase over the 1989 
special projects. Desirable activities are scheduled to decrease in real. 
terms between 1991 and 1993 by about 18%. 
Capital Propram 
17. CIMMYT proposes a capital program of $12.6 million over the 1990-1994 
period. Annual capital expenditures decrease by 7% during this time, from 
$3.1 million in 1990 to $2.2 million in 1994. Replacement of equipment and 
buildings accounts for over two thirds of total capital expenditures. 
Desirable capital ($0.45 million for 1990-94) is limited to additional 
equipment, principally intended to meet the equipment needs of the newly 
constructed biotechnology laboratory. Essential equipment additions are 
primarily intended for maize physiology and agronomy, biotechnology, seed 
health, audio-visual training, and computer facilities. With regard to 
buildings and land, capital funds during the period will be used for a maize 
mid-altitude experiment station, a wheat high-altitude station, two 
greenhouses, and improved germplasm storage facilities. 
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International Maize and Wheat Improvement Center 
Table 2: Financial and Staffing Requirements (1989-94) 
Essential Program 
Senior Staff 
Funding 
Annual real growth (X) 
Desirable Program 
Senior Staff 
Funding 
Annual real growth (X) 
Total Program 
Senior Staff 
Funding 
of which: 
Capital 
Essential 
Desirable 
Funding changes in 
total program over 
previous year (X) 
real. 
real excl. capital 
price 
Staffing change 
over previous year (X) 
Included in the above 
figures are: 
(a) Working capital 
additions 
(b) Cumulative price 
provisions 
(c) Income from own 
sources A/ 
Plan Recommendation 
1989 1990 1991 1992 
77 
24.93 
84 91 94 94 94 
27.58 31.21 33.41 34.79 36.57 
5.4% 7.8% 2.0% -0.8% 0.1% 
29 
7.60 
27 25 24 26 26 
8.19 7.94 7.91 8.34 8.78 
2.6% -7.7% -5.1% 0.5% 0.2% 
106 
32.53 
4.04 
111 116 119 
35.77 39.15 41.32 
3.10 2.84 2.41 
2.85 2.79 2.36 
0.25 0.05 0.05 
4.7% 
9.2% 
5.0% 
4.7% 
0.20 
1.91 
4.2% 0.5% 
5.8% 2.1% 
5.0% 5.0% 
4.5% 2.6% 
0.53 0.38 
3.56 5.52 
1993 1994 
119 
43.13 
2.16 
2.11 
0.05 
119 
45.35 
2.16 
2.11 
0.05 
-0.6% 0.1% 
0.3% 0.4% 
5.0% 5.0% 
0.31 
7.57 
0.31 
9.73 
(0.25) (0.88) (0.25) (0.25) (0.25) (0.25) 
A/ Excluding overhead charges of $0.6 million on project grants treated as 
income for essential programs and costs for desirable programs. 
SECTION II 
International Center for Agricultural Research in the Dry Areas 
(ICARDA) 
ICARDA was establlshed In 1975. Its charter entrusts It with “promoting 
Improved and more productive agriculture In developlng countries havlng a! 
dry subtroplcal or temperate climate through research and training 
actlvitles conducted prlmarlly In the countries of the Near East, North 
Africa and the Uedlterranean region In order to ralse the standard of 
living and promote the social, economc and nutrltlonal well-being of peopfes 
of developing countries”. ICARDA Is based In Tel Hadya, Syria and has 
regional networks In the West Asia and North Africa region. Over 80% of 
ICARDA international staff Is located In Syria. 
1. ICARDA presented a five-year program plan and its associated funding 
requirements, together with its strategic plan, to TAC during its March and 
June 1989 meetings. The presentation included a discussion of the center's 
strategy and of its program plans to execute the first five years of the 
strategy. Based on several rounds of discussion with ICARDA staff, TAC at its 
June 1989 meeting fully endorsed ICARDA's proposal summarized below. 
2. In 1988 the Group and TAC examined ICARDA's programs in content of 
ICARDA's external reviews. TAC broadly endorsed the recommendations and 
suggestions of the review panel, specifically that ICARDA shift its research 
focus to the drier and higher areas of the region. The program review panel 
recommended that the center give increased attention both to livestock and to 
sustainability of the production systems in the drier areas. The panel also 
recommended that ICARDA implement the CGIAR decision on the phasing down of 
faba bean work. Work on lentil improvement should continue at the present 
level although in-depth assessment of the potential pay-off from research 
investment on the improvement of lentil should be initiated. ICARDA should 
rebuild its earlier strength in socio-economic research. ICARDA should 
increasingly decentralize some of its activities. 
3. During ICW88, the Group reviewed the reports of the external panels and 
the ICARDA response and based upon TAC's recommendations fully endorsed them. 
ICARDA's Stratepic Plan 
4. ICARDA's strategic plan, "Sustainable Agriculture for the Drylands Area 
- ICARDA's Strategy" dated June 1989) has been developed with full 
participation of ICARDA staff, board and national program representatives. 
The management review panel found ICARDA to have made great progress in 
establishing itself as a center of excellence. It would now be opportune to 
institute a management structure that would allow ICARDA to operate as a major 
international research institution. 
5. ICARDA's formal mandate has not been changed. In interpreting its 
mandate the center has, from the beginning, held to the principle that it 
would concentrate its research on the winter-rainfall dryland sector. ICARDA 
would not work in irrigated agriculture (with the exception of faba bean 
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production in the Nile Valley) nor would it give much attention to the high 
rainfall high potential zone which was well served by research carried out by 
other institutes. ICARDA intends to shift the emphasis of its research work 
to the drier and higher areas in the region. 
6. ICARDA plans to continue working on all the commodities (wheat, barley, 
chickpea, lentil, faba bean and pasture and forage crops) which were specified 
in its mandate. However, there would be a shifting of emphasis in the 
relative importance attached to these commodities. Specifically, ICARDA 
intends to phase out work on faba beans and strengthen its work on livestock. 
7. ICAHDA’s research is organized around three multi-disciplinary commodity 
programs -- cereals, food legumes, and pasture, forage and livestock -- and a 
farm resource management program which addresses issues of wider concern, such 
as socio-economic aspects of farming systems, agro-ecological characterization 
and sustainability of the resource base. Since farming systems were functions 
of eco-systems, ICARDA has developed its work in the context of the prevailing 
agricultural environments of its’ region. The center intends to concentrate on 
five major zones: deserts, steppes and native pastures, barley/livestock 
production systems, wheat-based farming and highland zones. 
ICARDA’s Medium-term Program Plan 
a. The medium-term plan has been designed to implement the first five years 
of ICARDA’s strategy. As shown in Table 1 below, for the next quinquennium 
ICARDA projects total operating requirements to increase at an annual rate of 
5X, in real terms ($25.4 million in 1989 to $33.2 million in 1994). This 
increase is accompanied by an increase in senior staffing from 66 in 1989 (64 
essential and 2 desirable) to 89 in 1994 (71 essential and 18 desirable). 
Essential programs grow at a rate of 2% in real terms accompanied by an equal 
rate for staffing. 
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International Center for Agricultural Research in the Dry Areas
Table l: Costs (in constant $) of Major Activities - Selected Years
1989-1994
Avg. Annual
1989 1990 1994          Growth (1)
Activity Staff $ M Staff  $ M         Staff $ M
Staff   $ M
I, Essential Programs
Resource Management 10 2.35 10 2.39 12 2.93 5%
Cereals 12 3.45 12 3.45 12 3.80 2%
Food Legumes 8 2.96 9 2.57 6 1.75 -10%
Livestock 7 2.19 8 2.41 11 2.95 6%
Research Support 8 4.41 8 4.72 7 4.87 2%
training and Information 4 2.16 4 2.35 4 2.85 6%
General Administration 15 5.24 16 5.25 18 6.02 3%
General Operations 0 2.69 1 3.10 1 3.51 5%
Total 64 25.44 68 26.24 71 28.68 2% 2%
II. Desirable Programs
Resource Management 4 0.98
Cereals 1 0.32
Food Legumes 1 1 .29 5 1.46
Livestock 1 0.33
Research Support 2 0.55
Training and Information 0.08 1 0.33
General Administration 1 3 0.44 3 0.44
General operations 1 0 .10
Total 2 4 0.37 18 4.49
jIII. Total Cost 66 25.44 72 27.04 89 33.17 6% 5%
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9. The principal issues in TAC's examination and dialogue with ICARDA on 
its strategy and medium-term plan can be characterized as follows: 
(a) justification for the move into the higher and drier areas: 
(b) the rationale for the selection of the agro-ecological zones and 
their constituent farming systems in ICARDA's strategic plan; 
(cl discussion of the center's collaborative activities; 
(d) an assessment of ICARDA's program approaches and the scale of 
resources needed to undertake them; 
(e) a judgement on ICARDA's classification of activities as essential 
and desirable. 
10. As regards 9(a) above, ICARDA successfully justified, on the basis of 
quantitative estimates, an increased investment in the drier and higher areas 
of the region. These areas cover a large proportion of the total area of West 
Asia and North Africa (WANA). At present the level of productivity in these 
areas in relatively low and even a small increment in productivity would bring 
a significant contribution to food production in the region. A large number 
of poor people would be served by the shift towards these areas. Finally, the 
maintenance of the natural resource base in these areas is greatly threatened 
and ICARDA believes that its work would make important contributions to the 
sustainability of their resource base. 
11. As regards 9(b) above, ICARDA has defined its agro-ecological zones and 
their farming systems from a macro perspective. ICARDA's farming systems 
based mandate requires that the center takes a micro-perspective and takes 
explicitly into account that varying population densities, market 
opportunities and farm wealth levels create different farming systems, (even 
within the same agro-ecological zone. To take the 1aTter perspective a strong 
socio-economic capacity within the center is required. This capacity is 
presently not available at ICARDA. TAC fully supported ICARDA's intent to do 
so over the planning period. 
12. With regard to 9(c), ICARDA proposes to further decentralize its 
research efforts. ICARDA's approach is through regional programs and through 
networks. At present, the center has six regional programs selected on the 
basis of commonalities of geography, ecology and constraints to production. 
These programs emphasize interdisciplinary collaboration on a broad scale 
between neighboring countries. ICARDA presently has [two] networks (the Nile 
Valley and Maghreb networks) and has plans for the development of new networks 
in the Mashreq and the Arabian Peninsula. It is noted that ICARDA closely 
cooperates with its host Government as well as other national agricultural 
research systems (presently there are agreements of cooperation with fifteen 
countries) in the region mainly through regional programs and networks, As 
for collaborative research with other CGIAR institutions, several centers 
(CIMMYT, ICRISAT, IBPGR) have been involved in ICARDA's research activities 
and ICARDA plans to strengthen its collaboration with other sister 
institutions, e.g. ILCA and ISNAR, 
13. With regard to 9(d) above TAC endorsed ICARDA's proposed approach 
regarding resource deployment between the different research thrusts and 
regarding the decentralization of research efforts between headquarters and 
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regional programs. TAC concurred that the emphasis in the center’s research 
work be slowly shifted from the production of finished cultivars -- a work 
increasingly done by NARs -- to more upstream research. TAC accepted ICARDA’ s 
need for increased emphasis on physiology and biotechnology activities in the 
crop improvement programs. The Committee concurred with the center’s 
rationale for increased emphasis on sustainability in its research program and 
for the use of crop and whole farm modeling to predict the attractiveness and 
adoptability of new technologies by farmers. 
14. With regard to 9(e) TAC noted the efforts made by ICARDA to reconcile 
its programs with the TAC activities list in quantitative terms. After 
discussion on the scale of each activity in each of ICARDA’s programs, TAC 
considered the center’s medium-term plan to be a well-reasoned assessment of 
how the center intends to address its mandate, consistent with its own 
priorities as well as those of the CGIAR system. TAC concurred with ICARDA’s 
proposal to include under essential activities eight senior positions that 
have been in existence for some time with special project funding. 
Financial Summary 
15. In aggregate terms, as shown in Table 2 below, TAC recommends to the 
Group an essential operational program of work for ICARDA which is estimated 
to need a senior staff complement of 71 and $35.1 million of CGIAR funding by 
1994. Eighteen additional positions and $6.7 million are endorsed in the 
desirable program. In comparison to ongoing activities in 1989 at a level of 
66 positions and $24.3 million, this recommendation projects an increase in 
funding averaging 11% (6% in real terms) during the 1990-94 period. 
Technical Point: ICARDA has reclassified Its entlre 1989 budget (both core and 
special) as essential. In 1989 the total essential program Is funded as $21 mllllon 
core and $3.3 million as special prolects. $3 million of the 1990 essential program 
of $27.6 million Is pro Jetted to be funded from ‘special prolects.“ 
Cost Structure 
16. In 1989 senior essential staff positions (64) accounted for 8.5% of 
ICARDA’s total essential complement of 751 positions. The institute projects 
senior essential staff positions to increase at an annual rate of about 5% 
reaching 71 positions by 1994, while the total essential staff are projected 
to remain constant at 752 positions. This implies that the level of essential 
support staff (including general service and other support staff) to essential 
senior staff is projected to decrease from 12.4 in 1989 to 9.6 in 1994. Total 
senior staffing increases from 66 positions in 1989 to a9 positions $a 1994, 
an average annual increase of 6%. 
17. In constant 1989 dollars, operating expenditures per senior essential 
staff are projected to remain at about $400,000. Looking at the cost 
structure by object of expenditure, approximately 70% of ICARDA’s operating 
costs in 1989 were for personnel. ICARDA projects this proportion to decline 
to 64% of core operating expenditures by 1994 as additional resources are 
applied towards providing adequate operating funds for the scientists. 
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Capital Program 
18. ICARDA proposes a capital program for essential activities of $13.0 
million over the 1990-1994 period. Equipment expenditures represent $10 
million ($6.0 million for equipment replacement and $4.0 million for new 
equipment) of the total; the remaining $3.0 million is for new buildings. 
With regard to new buildings, facilities are particularly needed for 
biotechnology and physiology work; ICARDA proposes as essential the 
construction of a third laboratory. Additional capital expenditures of $2.0 
million over the five-year period are projected under ICARDA's desirable 
program. They are for the construction, at the Tel Hadya research site, of 
trainee residential quarters, housing for some staff (farm manager, 
maintenance staff, head of security etc.), a guest house and recreational 
amenities. 
Key Financial Elements 
19. Table 2 below summarizes the key elements for Group approval for each of 
the five years along with a 1989 reference column. Output expectations are 
not listed here but can be found in the ICARDA documents "Medium-term plan 
1990-1994 - Consolidation and Change" being submitted to support these 
proposals. 
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Table 2: Financial and Staffing Requirements (1989-94) 
Plan Reconrmendation 
1989 1990 1991 1992 1993 1994 -- 
Essential Program 
Senior Staff 64 
Funding 24.3 
Annual real growth (X) 
Desirable Program 
Senior Staff 2 
Funding 
Annual real growth (X) 
Total Program 
Senior Staff 
Funding 
of which: 
Capital 
Essential 
Desirable 
66 
24.3 
2.0 
2.0 
Funding changes in total 
program over previous 
year (%I 
real 
real excl. capital 
price 
Staffing change 
over previous year (X) 
Included in the above 
figures are: 
(a) Working capital 
additions 
(b) Cumulative price 
provisions 
68 72 
27.6 30.8 
8.2% 6.6% 
4 8 
0.8 2.1 
-75.8% 141.5% 
72 80 
28.4 32.9 
2.0 3.0 
2.0 3.0 
72 70 71 
32.3 33.6 35.1 
-0.3% -1.2% -1.3% 
13 17 la 
3.5 6.0 6.7 
56.3% 68.4% 7.8% 
85 87 89 
35.8 39.5 41.8 
3.0 
3.0 
4.0 
3.0 
1.0 
3.0 
2.. 0 
1. l 0 
12.7% 10.6% 3.4% 5.6% 0.1% 
13.8% 7.4% 3.7% 2.6% 3.7% 
5.0% 5.0% 5.0% 5.0% !j.O% 
9.1% 11.1% 6.3% 2.4% 2.3% 
1.4 3‘0 
(c) Income from own 
sources 
(3.1) (2.0) (2.5) 
4.9 
(3.0) 
6.9 
(3.5) 
9.2 
(3.5) 
SECTION III 
International Rice Research Institute 
(IRRI) 
IRRI was established in 1960 by the Rockefeller and Ford Foundations as a 
research, training, and information institution for the study and improvement 
of rice. Over time, the institute’s work extended to include research into 
many of the ma/or constraints affecting rice production. The institute 
today is principally concerned with conducting research on the rice plant, 
including ail phases of production, management, distribution, and utilization, 
for the benefit of the people of Asia and other maJor rice-growing areas 
of the world. IRRi’s mandated activities also include: distribution of 
improved plant materials, maintenance of a global collection of rice 
germplasm, dissemination of research findings, training, organization of 
conferences and seminars, and maintenance of a rice information center and 
library. IRRI is based in Los Banes, the Phiiippines, with 87% of the 
institute’s internationaiiy recruited scientists stationed there. 
1. IRRI presented its research strategy and a five-year program plan and 
its associated funding requirements to TAC during its March 1989 and June 1989 
meetings. Based on extensive discussions with IRRI staff, TAC has fully 
endorsed IRRI's proposal summarized below. It should be noted that the 
approved proposal reflects revisions in response to TAC comments at the March 
1989 meeting. 
2. In 1987 the Group and TAC examined IRRI's programs in the context of the 
external reviews. At the time of the reviews, the institute's strategic plan 
was not final; accordingly, TAC issued an interim commentary only on the 
reports of the review panels. In March 1989 TAC reconsidered the conclusions 
and recommendations of the 1987 reviews in light of the consideration of IRRI 
strategic plan. TAC concluded that the interim commentary did not require any 
amendment. 
3. Major suggestions of the program review panel included: (a) recognize 
that IRRI's primary responsibility lies in Asia; (b) more attention to rainfed 
lowland environments while increasing upstream and yield sustaining research 
on irrigated rice; (c) reducing effort on finished varieties; (d) move 
upstream in research and strengthen the institute's disciplinary base. The 
management review panel noted IRRI's tradition of strong research leadership 
and outstanding scientific achievement. Their recommendations included: (a) 
establishing a project management system to manage research through projects, 
within interdisciplinary programs; (b) foster a disciplinary structure which 
facilitates collegial interaction. 
4. The Group endorsed the EMR and EPR recommendations and highlighted 
additional issues. Among these were: whether IRRI should continue its 
comprehensive approach to rice research or pull back from areas such as 
farming systems research, biological nitrogen fixation, and networks such as 
the International Rice Testing Program; sharing of responsibilities on rice 
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research and training among CGIAR centers and between IRRI and the national 
systems; and the issue of adjustment problems created in agriculture as a 
result of successful agricultural research. 
IRRI’s Strategic Plan 
5. IRRI’s revised strategic plan (IRRI Toward 2000 and Beyond, dated 
February 1989) reflects intensive deliberations by the institute’s staff,, 
management, board, and national program representatives, as well as the 
suggestions made by the external review panels and TAC. The institute will 
maintain its focus on Asia while continuing to fulfill its global 
responsibilities. Four main ecosystems will be used to focus IRRI’s future 
research: the irrigated rice ecosystem, rainfed lowland, upland, and 
deepwaterltidal wetland. Research on the less favorable ecosystems will 
increase, while efforts will be directed toward securing sustainable yie.Ld 
gains in the favorable ecosystems and seeking new yield potentials in all 
ecosystems. A cross ecosystem program will specifically address areas of 
concern which affect more than one environment. Sustainability of resource 
use is a central concern of the program, with research aimed specifically at 
addressing the impact of modern rice production technologies on ecological 
sustainability. Research efforts will move upstream to more strategic 
research in collaboration with other advanced institutions. Strengthening 
national programs continues to be a high priority, with emphasis shifting from 
support of to collaboration with IRRI’s rice research partners. 
6. In terms of structure and organization, the strategic plan calls for 
IRRI to carry out its work within a matrix organizational structure. The 
existing disciplinary department8 and global research services will be grouped 
into a smaller number of divisions. The matrix consists of five program areas 
(four distinct ecosystems plus a cross-ecosystem component) on one axis and 
the discipline-based division8 on the other. A project based budgeting and 
accounting system will be introduced, and projects will be implemented through 
research programs and international support programs, with the two sets of 
programs utilizing research services, administration, and finance. Research 
services include such functions as laboratory analyses, experimental farm, and 
controlled environmental facilities. 
Five-Year Program Plan 
7. IR ,.- ’ s medium-term program is designed to implement the first five years 
of the institute’s strategic plan. An increasing share of IRRI’s research 
will be in the form of collaborative research consortia, thereby strengthening 
national programs and establishing links between NARS, IARC’s, and specialized 
laboratories of advanced research units worldwide. 
8. IRRI’s operational structure currently comprises 13 research 
departments, 8 global research services, and 5 research support service units. 
There are nine interdisciplinary research program areas serving as the 
research focus for team8 of IRRI scientist8 from the research departments and 
global research services. The five-year program calls for operations to be 
converted from a departmental to a programmatic structure and some ten 
disciplinary divisions will replace the current departments. The director 
general is assisted by three deputy directors general: one for research 
17 
(including research programs, divisions, and BerviceEi), one for finance and 
administration, and one for international support. 
9. Research programs account for 55X of total allocated resource8 over the 
course of the next quinquennium, with international support programs 
accounting for 26%. Within research program, the irrigated ecosystem accounts 
for 25X, rainfed lowland 16X, upland 122, deepwaterltidal wetland 8%. and 
cross-ecosystem 39%. Viewed in terms of CGIAR activities, 25% of research and 
international support activities are intended for germplasm improvement, 17% 
for human resource enhancement, and 16% for cropping systems and plant 
protection. Networks were -maintained at the 1989 level. General 
administration is projected over the period to absorb 13% of total resources 
and general operations 6%. 
10. As shown in Table 1, during the 1990-1994 period, IRRI’s total resource 
requirements, excluding capital, expand at an annual average real rate of 3X, 
while senior staffing increases from 83 positions in 1989 to 91 positions in 
1994. Total operating requirements are projected in constant terms to 
increase from $34.4 million in 1989 to $39.6 million in 1994. Essential 
program8 grow in real term8 at an annual average rate of 1.6% (1.1% for 
staffing), while desirable programs increase by 14.6% per annum. 
Activity 
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Table 1: Cost8 (in 1989 US$ M) of Major Activities - Selected Years 
1989-1994 
Avg. Annual 
I. Essential Programs 
Irrigated Rice Ecosystem 
Rainfed Lowland Rice Ecosystem 
Upland Rice Ecosystem 
Deepwater and Tidal Wetland8 
Rice Ecosystems 
Cross Ecosystems 
International Programs 
General Administration 
General Operations 
Total 
II. Desirable Programs 
Irrigated Rice Ecosystem 
Rainfed Lowland Rice Ecosystem 
Upland Rice Ecosystem 
Deepwater and Tidal Wetlands 
Rice Ecosystems 
Cross Ecosystems 
International Programs 
General Administration 
General Operations 
Total 10 4.95 14 8.82 14 8.57 8.0% 14.6% 
1989 1990 1994 Growth (X) 
Staff $ M Staff $ M Staff $ M Staff $ M -- -- -- -- - 
14 4.45 13 4.21 12 4.15 -1.3% 
6 2.29 8 2.73 9 2.82 4.6% 
4 1.66 5 2.01 5 2.09 5.2% 
4 1.32 4 1.39 4 1.40 1.2% 
17 6.45 17 6.56 18 6.79 1.1% 
22 8.05 22 8.05 22 8.05 
6 3.29 7 3.94 7 3.76 2.9% 
1.91 1.95 1.95 0.4% 
73 29.42 76 30.84 77 31.01 1.1% 1.1% 
0.18 2 0.89 2 0.89 
0.03 0.21 0.21 
0.49 0.44 
0.01 0.50 0.50 
0.18 0.47 0.27 
10 4.55 12 6.26 12 6.26 7.5% 
III. Total Cost 83 34.37 90 39.66 91 39.58 1.9% 3.0% 
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11. The principal issues in TAC's examination and dialogue with IRRI can be 
characterized as follows: 
(a> an assessment of IRRI's program approaches and the scale of 
resources needed to undertake them. 
(b) increased collaboration with national program partners. 
(cl shift towards upstream research and focus on sustainability of 
rice production systems. 
(d) a judgement on IRRI's classification of activities as essential 
and desirable. 
12. As regards to 11(a) above, IRRI states that to continue its past success 
it must excel in both disciplinary and interdisciplinary research. The 
proposed ecosystem program structure is geared to achieve this objective, with 
the efforts of several disciplines integrated toward solving the problems of 
each ecosystem without sacrificing intensive and effective work of single 
disciplines when needed. Many of the critical problems in rice production are 
specific to particular ecosystems, and that an ecosystem-based program Lends 
itself to better focus on the relevance of technology, and on issues related 
to sustainability of resource use. TAC supports the institute's new 
orientation of its research programs. 
13. IRRI based the relative weight given to each of the research prog'rams on 
the criteria such as: number and income distribution of rice farm households 
and rice consumers; characteristics of current production systems; country and 
regional characteristics, etc. Noting that irrigated rice accounts for 71% of 
world production, TAC agreed that IRRI continue highest priority in this 
ecosystem. With rainfed lowland rice accounting for 20X of the world total 
production and 29X of world rice crop area, TAC also reconfirmed that 
increased research attention was justified for this ecosystem. 
14. With regard to 11(b), IRRI's strategy emphasizes the institute's 
intention to promote collaborative work with their national partners. The 
five-year program identifies seven collaborative modes (as examples): 
outreach, joint venture, visiting IRRI scientist, key sites, contract 
research, regional consortium, and networks. The mode used will vary 
depending upon the knowledge sought and the resources available. The ultimate 
goal is to develop an international research system built on national and 
international cooperation, with links to specialized institutions and 
supported by exchange of information and documentation. TAC fully suplports 
IRRI's initiatLves in this context, noting that enhancing national research 
capabilities is a primary objective of the CGIAR. 
15. Regarding 11(c) IRRI intends to move upstream in its research efforts in 
the coming decade, targeting its work to disease and insect resistance and 
tolerance to environmental stresses. Over time IRRI will increase the 
proportion of its resources devoted to strategic research. IRRI intends to 
continue to collaborate with advanced institutions doing basic research in 
order to incorporate relevant new technology. As regards sustainability, 
environmental factors have been weighed carefully in the research objective of 
increasing sustainable yield levels of rice across all ecosystems. Research 
oriented to ecosystem sustainability will consider such elements as: more 
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efficient use of minimized chemical inputs by the rice plant and rice farmer; 
and the impact of rice technologies on environmental, social, and economic 
factors. TAC concurs with IRRI's plans to shift upstream in its research and 
to give high priority to environmental sustainability in its research agenda. 
16. With regard to 11(d) TAC appreciates the efforts made by IRRI to 
reconcile its programs with the TAC activities list in quantitative terms. 
After discussion on the scale of each activity in each of IRRI's programs, TAC 
considers the center's medium-term plan to be a well-reasoned assessment of 
how the center intends to address its mandate, consistent with its own 
priorities as well as those of the CGIAR system. TAC concurs with IRRI's 
proposal to include under essential activities two senior positions that have 
been in existence for some time with special project funding. 
Financial Summary 
17. As shown in Table 2, TAC recommends for Group approval an essential 
program of work which is estimated to require a senior staff complement of 77 
and $43.6 million in funding for operations and capital by 1994. An 
additional 14 senior staff and $10.9 million are also endorsed for desirable 
programs. The total program for 1994 is for 91 senior staff at a total cost 
of $54.6 million. In comparison to ongoing activities in 1989 at a level of 
83 senior positions and $36.3 million, this recommendation projects an 
increase in funding for the total program averaging 8% in nominal terms (3% in 
real terms) during the 1990-1994 period. Essential programs are projected to 
grow at an average annual real rate of 1.6% (most of the total increase is 
proposed for 1990), while desirable programs increase at an average annual 
real rate of 15%. 
Technical Point: The 7989 fundlng needs of the actlvltles compflslng the essential 
program for 1990 Is $31 A ml/l/on: $29 rnllllon Is expected to be financed as “core” 
and $2.4 mfllion as “special projects”. Of the 1990 essential program of $37.3 
million, existing donor commitments for special projects account for $2.4 mlillon. 
Cost Structure 
18. In 1989 internationally recruited staff positions (73) accounted for 
3.2% of IRRI's total "essential* staff complement of 2,290 positions. The 
institute projects total staffing in essential programs to decrease by 
approximately 15% by 1994. The reduction will be achieved through a voluntary 
early retirement program. IRRI anticipates 335 nationally recruited staff will 
be reduced in this manner, bringing the 1994 essential staff total to 1959; 77 
of these will be internationally recruited. The ratio of internationally 
recruited to nationally recruited staff (supervisory, clerical, and others) is 
projected to increase slightly from 3.2% in 1989 to 4.1% in 1994. 
Capital Program 
19. IRRI proposes a capital development program for essential activities of 
$15.7 million in current terms over the 1990-1994 period. Additional capital 
expenditures of $3.9 million are projected under IRRI's desirable program. Of 
the total proposed capital requirements of $19.6 million, approximately two- 
thirds is intended for replacement and renovation of existing buildings and 
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equipment; work on buildings accounts for $1.2 million of capital spending 
each year of the plan. An additional $1.17 million annually is intended for 
renovation and replacement of machinery, equipment, vehicles, and furniture. 
$0.2 million annually is budgeted for new equipment for various activities and 
$0.3 million annually between 1991 and 1994 for expansion of physical 
facilities such as greenhouses, central stores, offices, etc. 
20. Three new buildings are scheduled to be constructed during the period. 
A containment facility, allowing IRRI to conduct plant pest research with 
advanced biological techniques in a risk-controlled environment, is estimated 
to cost $350,000. Central research services are projected to be housed in the 
biofeltilizer building, with costs estimated at $3.4 million, and $1.3 million 
needed for additions. These two facilities are considered part of the 
essential program. In addition, a multi-purpose information center is 
scheduled to be built at a cost of $3.9 million in 1991-1992; this accounts 
for the entire desirable portion of IRRI’s capital program. Projected 
essential capital expenditures are highest in the first two years of the plan 
period, dropping from $3.9 million to $3.1 million, then levelling off at $2.8 
million per year from 1992-1994. 
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Table 2: Financial and Staffing Requirements (1989-1994) 
Essential Program 
Senior Staff 
Funding 
Annual real growth (f) 
Desirable Program 
Senior Staff 
Funding 
Annual real,growth (X) 
Total Program 
Senior Staff 
Funding 
of which: 
Capital 
Essential 
Desirable 
Funding changes in 
total program over 
previous year (X) 
real 
real excl. capital 
price 
Staffing change 
over previous year (X) 
Included in the above 
figures are: 
(a) Working capital 
additions 
(b) Cumulative price 
provisions 
(c) Income from own 
sources 
Plan 
1989 
Recommendation 
1990 1993 
73 
30.38 
76 78 79 78 77 
36.35 37.45 39.31 40.98 42.66 
13.9% -2.0% -0.1% -0.8% -0.9% 
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4.95 
14 14 14 14 14 
10.13 12.85 11.60 10.54 10.97 
95.7% 20.7% -14.3% -13.5% -0.8% 
83 90 92 93 92 91 
35.33 46.48 50.30 50.91 51.52 53.63 
1.96 3.92 
1.96 3.92 
5.77 4.17 
3.17 2.87 
2.60 1.30 
2.87 2.87 
2.87 2.87 
25.4% 
21.0% 
5.0% 
8.4% 
2.9% 
-1.4% 
5.0% 
2.2% 
-3.7% 
-0.3% 
5.0% 
1.1% 
-3.7% 
-0.8% 
5.0% 
-1.1% 
-0.9% 
-1.0% 
5.0% 
-1.1% 
1.72 0.73 0.40 0.40 0.45 
2.18 4.70 7.01 9.24 11.73 
1.00 1.00 1.00 1.00 1.00 1.00 
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SUMMARY OF PROCEEDINGS AND DECISIONS 
Consultative Group Meeting 
May 30 - June 1, 1989 
Canberra 
SUMMARY OF PROCEEDINGS AND DECISIONS 
The Consultative Group on International Agricultural Research (CGIAR) 
held its mid-term meeting at the Hyatt Hotel in Canberra, Australia from 
May 30 - June 1, 1989. Mr. W. David Hopper, chairman of the CGIAR 
presided. One of the items discussed at the meeting was "CGIAR Resource 
Allocation - Medium-Term Program Plans and Funding Requirements of ICRISAT 
and WARDA" (Agenda Item 4). Below are excerpts from the Summary of 
Proceedings and Decisions paper issued by the CGIAR secretariat on July X7, 
1989. 
Medium-term programs 
[On the recommendation of TAC, the ICRISAT and WARDA medium-term programs 
were approved.] 
ICRISAT 
The ICRISAT program was presented by William Mashler, chairman, and Leslie 
Swindale, director general, assisted by deputy director general Nene and 
the director of the Cereals Program, Jan de Wet. The presentation dealt 
with the broad sweep of the ICRISAT program rather than the details of the 
budget. In the five year period, the population of the semi arid tropics 
will grow to 17.2 X of the population of the world. Grain legumes, for 
several of which ICRISAT has responsibility, will provide a cheaper source 
of protein than animal products: coarse cereals will also face growing 
demand. ICRISAT's strategy in the light of this situation is to increase 
its emphasis on solving production problems in Africa, on technology 
transfer and product refinement in regional programs in Africa and Asia, 
and on increasing strategic research at ICRISAT center. The strategy is 
intended to promote sustainable increases in food production across the 
semi-arid tropics without depleting the indigenous resources of the region. 
Research will concentrate on rain.fed, as opposed to irrigated, agriculture 
for small holders of Asia, Africa and Latin America. Headquartered in 
Asia, ICRISAT has increased the proportion of its resources going into 
Africa very substantially during the 1980's. 
Following the management review, ICRISAT chose a decentralized form of 
management. Programs in Asia, Eastern Africa and Latin America are 
administered from India. Programs in Western Africa are administered from 
Niger, and those in Southern Africa from Zimbabwe. The deputy director 
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general coordinated all regional programs, and the various research teams 
at ICRISAT center. 
More productive varieties and hybrids of pearl mil.let and sorghum were 
being grown widely in India and elsewhere. Grain legumes with increased 
productivity and varying stature and growth periods were also spreading 
rapidly. A concerted effort by India, using ICRISAT technology, would lead 
to a record crop of groundnut, 11% better than the previous record, in 
1989. 
The TAC chairman indicated in the discussion that the ICRISAT program had 
the full support of TAC, achieved after three detailed discussions in which 
a number of issues had been raised and resolved. He added that experience 
with centers which had based their medium term programs on recently 
completed strategy exercises were more satisfactory than when this was not 
the case. He welcomed ICRISAT’s intention to conduct a strategy exercise in 
the coming year in preparation for the external program review. 
The discussion fell into two broad categories, apart from certain questions 
about very specific aspects of ICRISAT’s work: some aspects of the overall 
strategy of ICRISAT: and budget trends. Several donors asked for more 
information on the increased emphasis on strategic research, and the role 
of biotechnology at ICRISAT. Could not more of this work be done on 
contract in laboratories already equipped for this purpose at other 
locations7 It was said in response that ICRISAT did contract in this field 
with laboratories in industrial countries and also relied on Indian 
institutions, some of which were well advanced in aspects of biotechnology. 
On the other hand, certain techniques which might be considered 
sophisticated (for example embryo rescue) were critical to ICRISAT research 
and had been in use for a number of years. Others were becoming key 
elements of breeding research and could be used without excessive 
investment. SCRISAT center would not be entirely strategic in its 
orientation, but perhaps 20% to 30% of its total effort over the five year 
period might be so described. 
The relationship with India interested several donors, particularly the 
possibility of reducing ICRISAT center programs by transferring 
responsibility to the national system in India. The overall relationship 
was described as one of collaboration. Programs based at Hyderabad were 
intended for Asia broadly, and at the strategic level for other parts of 
the world as well. 
Mr. Swindale did not give much emphasis to sustainability in his 
discussion, because this subject appeared elsewhere on the agenda. 
However, sustainability of production systems, at various levels, was a 
central element of ICRISAT’s strategy. 
The emphasis on hybrids in various crops provoked a question about the 
degree to which they might be used rather than varieties, particularly in 
Africa where the necessary infrastructure might be lacking. Mr. Swindale 
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replied that much depended on the specific area and the specific crop 
involved. Varietal sorghum could not compete with hybrid maizes in 
southern Africa, for example. On the other hand, hybrid millets had no 
place, as yet, in the Sahel. Top cross hybrids, producing a population 
with a variable genetic constitution, were being used and had the 
additional advantage that the seed could be used for up to three 
generations, should the seed industry fail to produce replacement seed. 
With hybrids one became even more dependent than otherwise on the seed 
industry, which constituted an area where the CGIAR has a limited capacity 
to help directly. 
Among the budget issues, a number of trends which puzzled donors were the 
result of inclusion at various points, most recently in the present 
exercise, of special projects within the core or the essential program. 
This made the program appear to increase more sharply than was the case in 
fact. Of the 13 additional senior staff positions in the essential 
program, only six were additions to present staff, the balance being 
transferred from present special projects. The decline in direct support 
to national systems resulted from the planned completion of some activities 
presently in existence, and ICRISAT's practice of not foreshadowing 
desirable projects-- all such work was in the desirable category--unless 
there was a specific prospect for funding. In any event, this was not a 
major area for ICRISAT, as it did not meet the requirement of being broadly 
applicable internationally. The apparent reduction in genetic resources 
work came from a change in allocation of that work within the budget. 
There was no reduction. 
WARDA 
The WARDA program was presented by Heinrich Weltzien, chairman, Eugene 
Terry, director general, and Gordon MacNeil, director of finance. The 
events that lead up to this presentation included the decision of the West 
African member governments of WARDA to change it into a research center 
managed by an expert board; the changes of the constitution required for 
that purpose; elaboration of a new governing structure; changed management 
and personnel systems; the move of headquarters from Monrovia to a site 
where a research station could be established in the highest priority rice 
ecology, near Bouake in the Cots d'Ivoire; the completion of a research 
strategy; reorganization of research, training and communications 
activities: and a start on recruitment of a research staff meeting high 
international standards and of a substantially new support staff. 
The challenge to WARDA was well stated in three trends from 1970 through 
1985. Rice production in West Africa was growing at 3X, consumption at 7% 
and imports at 28% per year. Imports cost $500 million in 1985. Analysis 
of the situation lead to a conclusion that resource management should have 
priority over varietal improvement, at least initially, with an additional 
focus on rice policy options. There will be a fully interdisciplinary 
approach to each of the three environments chosen for attention, the 
upland/hydromorphic/ inland valley continuum, irrigated rice in the Sahel 
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area, and coastal mangrove swamps. In the continuum, the potential for 
increase is in the wetter and less fragile parts of the environment. There 
seems to be a possibility of doubling the productivity of irrigated rice. 
As for the mangroves, there is a large area potentially available, but the 
environmental consequences of such an expansion require study before that 
potential is confirmed. In each of the three areas, there are human health 
hazards which need to be considered, and which need attention from the 
international health community as well as from WARDA. 
WARDA was building the national systems into its planning process from the 
start, and was making an inventory of their resources and activities. 
WARDA also collaborates closely with IITA and with IRRI, the other CGIAR 
centers with clear interests in rice in West Africa, and also with IFPRI, 
CIAT, IBPGR and ISNAR in their respective fields, and with non-associated 
centers including IIMI and IFDC, and with the French research system, 
particularly CIRAD. 
The senior staff was expected to grow from the present level of 28 to 36, 
which will be reached in the period 1992-94. Two to three additional 
desirable posts were requested, notably in the fields of anthropology, post 
harvest technology and entomology. The proposed operations budget would 
grow from about $6 million in 1989 to almost $10 million in constant 
dollars by the middle of the period and would then level off. 
A great deal of attention has been devoted recently to planning for the 
headquarters site, to be located on 1000 hectares requested from the 
government of Cote d'Ivoire. Construction is planned for three phases, the 
first being the science phase which it is hoped to complete in 1992. Phase 
two includes communications, library and training facilities, and phase 
three covers finance, administration, a conference center and dining 
facilities. Total costs will be $17 million in constant dollars. In 
addition, there would be some capital costs at the two other research 
sites. 
The members of the Group who spoke all congratulated WARDA on the progress 
it had made, and the amount of thought and planning that had gone into the 
program. Mr. Terry was personally commended for the high quality of his 
presentation - the "best ever from WARDA," a donor said. 
Responding to suggestions that WARDA should seek direct collaboration with 
national systems in developing countries outside of Africa, such as India 
and Egypt, which might have technology that could be adapted to Africa, Mr. 
Terry said that such inputs would be sought largely through IRRI which is 
in touch with rice production technology world wide. In respect of the 
possibility of expanded work on mangrove swamps in Nigeria, he said that 
much depended on the environmental assessment, as well as on a decision by 
the Nigerian government on its policy in this connection. 
Several donors expressed their intention to support WARDA either directly 
or through bilateral programs in West Africa. Questions were raised about 
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the intentions of member countries in providing financial support for the 
headquarters establishment. WARDA responded that the Council of Ministers 
had decided to write off the substantial overhand of arrears accumulated by 
the member governments and start with a fresh system of assessment in 
realistic amounts, i.e. on members meeting collectively 5% of the 
operational budget. This was not enough to make a dent in the construction 
budget, which needed assured funding, WARDA therefore preferred to reserve 
member contributions for operational costs. 
Asked to explain the overall congruence of its support for the WARDA budget 
with the general priority set for rice by the CGIAR, the TAC chairman. 
pointed out that early in its priorities process, TAC had considered the 
relationship between the research resources allocated and the relative 
importance of commodities globally and by region. The planned expenditure 
on WARDA would not fit such an analysis, but TAC had taken account of a 
clear decision by the Group to support rice research in West Africa, as 
well as the potential for expansion of rice production in West Africa, in 
making its decision. He added that TAC had held several full discussions 
with WARDA on strategy and the medium term program, and was very impressed 
with the way in which the board and management had proceeded in defining 
research objectives and a research plan. TAC judged that the program was 
at the minimum necessary level given the three ecologies and the 
commitments to training and communication in addition to research. It 
recommended that the WARDA medium term program be endorsed by the Group. 
The chairman of the CGIAR pointed out that WARDA has been restructured in 
response to concerns expressed by the CGIAR, and there is an obligation on 
those who set the terms for restructuring now to do all they could to for 
WARDA. 
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SECTION I 
International Crops Research Institute for the Semi-Arid Tropics 
(ICRISAT) 
ICRISAT was created by the CGIAR in 1972 to conduct crop improvement and 
farming systems research in the Semi-Arid Tropics in order to improve the 
nutrition and welfare of the rural poor dependent on rainfed agriculture. 
The institute’s original mandate stipulated global responsibility for the 
improvement of four crops: sorghum, millet, pigeonpea, and chickpea. 
Significant changes in the mandate over the years include: addition of 
groundnut as a fifth crop in 1974, recognition of ICRISAT as a primary 
repository for genetic resources of its mandate crops, and emphasis placed 
on transferring technology to the small farmer. ICRISAT is based in 
Patancheru, India, and has regional networks around the world. A great 
deal of work is done in Africa, with a Saheiian Center (ISC) established at 
Niamey. Niger, research stations in Zimbabwe and Malawi for SADCC countries, 
and about 45% of principal staff posted to the continent. 
1. ICRISAT presented its ten-year plan to TAC during its March 1988 
meeting. Based on this document, the Institute prepared its medium-term 
program, subsequently considered by TAC in June 1988. Included therein was a 
discussion of ICRISAT's program plans to execute its long-term plan in the 
quinquennium 1989-1993. At the March 1989 meeting TAC expressed approval of 
ICRISAT's approach, which includes a strategic review beginning shortly in 
order to be concluded'by the time of the external reviews which are planned to 
take place during 1990. Following extensive discussions with ICRISAT staff at 
its October 1988 and March 1989 meetings, TAC fully endorsed the Institute's 
medium-term program at its March 1989 meeting. 
2. In 1984 the Group and TAC examined ICRISAT's programs in the context of 
the external reviews. TAC broadly endorsed the recommendations and suggest- 
ions of the review panels. The program review commended ICRISAT for its 
substantial research results and achievements since its first quinquennial 
review in 1978. Highlighted in this context were the redeployment of 
resources out of India to Africa, and ICRISAT's success in involving research 
institutes of the industrialized countries in semi-arid tropics related 
research. 
3. Major suggestions of the program review included: (a) continue th,e 
resource shift to Africa; (b) progressively focus on germplasm enhancement 
versus production of finished varieties; (c) limit seed production to the 
Institute's research needs versus multiplication for commercial release: 
(d) coordinate with IITA to resolve potential overlap between agro-ecological 
zones and respective areas of responsibility; and (e) maintain an appropriate 
balance of disciplines within the Crops Improvement program. The management 
review found ICRISAT to be a generally well organized and managed center. 
Major issues addressed by the panel included: (a) centralization of decision- 
making: (b) management planning; (c) staff policies including involvement in 
research planning. 
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4. The Group endorsed the EMR and EPR recommendations and highlighted 
additional issues. Greater administrative autonomy for the Sahelian’ Center 
was called for, and support for a sorghum research location in West Africa was 
voiced. ICRISAT was encouraged to integrate more closely the research work of 
the farming systems and economics programs. The next external reviews of 
ICRISAT are scheduled for 1990. 
ICRISAT Long-Term Plan 
5. ICRISAT formally updated its long-term plan document in 1987. Looking 
Ahead: A Ten-Year Plan describes the goals and priorities of the Institute, 
taking account of the suggestions for changes in research directions and 
management given by the two external reviews. Increasing the emphasis on 
African agricultural research needs continues to be of great importance. 
Resource management, sustainability, agroforestry, and new technologies for 
improving legume and cereal crops are also cited as priority areas for the 
Institute. The 1986 reorganization of ICRISAT’s management structure resulted 
in greater autonomy for African programs and a merger of the Farming Systems 
and Economics Programs into Resource Management. A West African Sorghum 
Program (WASIP) has been established, with teams stationed in Mali and 
Nigeria. 
6. In the 1980s ICRISAT significantly expanded regional programs in Asia 
and Africa. These regional programs and the national agricultural research 
systems.with whom they work are expected to focus principally on applied 
research, while ICRISAT Center provides support through its strategic research 
efforts. The statement calls for these efforts to be directed at management, 
enhancement and maintenance of germplasm resources, use of biotechnology and 
search for alternative uses of ICRISAT's crops. 
Five-Year Program Plan 
7. ICRISAT’s five-year program is designed to implement the Institute’s 
strategic plan. African research activities continue to increase and broaden; 
by 1993 the Center projects almost 501 of principal staff and 46X of operating 
expenditures will be devoted to that continent. ICRISAT Center shifts its 
emphasis from applied to strategic research, focusing particularly on 
germplasm enhancement using biotechnology to facilitate the development of 
intermediate products as well as suitable varieties and hybrids. While 
maintaining a strong research base in India, ICRISAT will give increased 
attention to Asian countries outside India. Emphasis will also be placed on 
technology transfer and product refinement in regional programs. 
8. Notable among the other components of the five-year program are: 
increasing shares of resources allocated to both the Resource Management 
program (22X in 1988, to 27X in 1993), and Legumes program (3OI to 32X), with 
particular emphasis on groundnut, while the Cereals program decreases from 47X 
to 41x. ICRISAT will continue to use regional centers, teams, and networks to 
provide a flow of improved germplasm, technologies, and information to NARS, 
as well as expand cooperative research with national systems, including a 
special fund established for this purpose focusing on African scientists and 
institutions. Research priorities include: effective use of genetic 
resources for breeding and selection with particular emphasis on earliness in 
millet, groundnut, and pigeonpea; development of hybrids with resistance to 
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multiple yield constraints for sorghum and pearl millet in Asia: and 
intensifying efforts to identify and promote sustainable agricultural systems. 
9. ICRISAT’s structure consists of Research, Technology Transfer, Research 
Support, General Administration, and General Operations. The director general 
is assisted by a deputy director general for research and two assistant 
directors general for liaison and administration. Activities in Africa are 
managed by two executive directors (Niamey and Zimbabwe) while three research 
directors (Cereals, Legumes, Resource Management) lead the research programs 
in India. Research activities are divided into crop improvement -- Cereals 
Program (sorghum and millet) and the Legumes Program (chickpea, pigeonpea, and 
groundnut) -- and resource management. Technology Transfer includes areas 
relating to information services, library and documentation, training and 
fellowships, as well as network coordination. The Research programs (Cereals, 
Legmes, and Resource Management) and Technology Transfer are assisted by 
research support facilities such as plant quarantine, farm operations, and 
computer services. Genetic Resources and Biochemistry units, accounted for in 
research support, assist equally the crop research programs of cereals and 
legumes. 
10. As shown in Table 1, during the 1989-1993 period ICRISAT’s total 
resource requirements excluding capital expand at an annual average real rate 
of 0.22, while senior staffing holds steady at 113 positions between 1.988 and 
1993. Total operating requirements are projected in constant terns to 
increase from $32.8 million in 1988 to $33.2 million in 1993. Essential 
programs grow in real terns at an annual average rate of 4X (3X for staffing), 
while desirable programs decline by 20X per annum. 
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Table 1: Costs (in 1988 USS M) of Major Activities - Selected Years 
Activity 
I. Essential Programs 
Cereals 
of which: 
Sorghum 
Millet 
Legumes 
of which: 
Pulses 
Groundnut 
Resource Management 
Technology Transfer 
Research Support 
General Administration 
General Operations 
Total 
II. Desirable Programs 
Cereals 
of which: 
Sorghum 
Millet 
Legumes 
of which: 
Pulses 
Groundnut 
Resource Management 
Technology Transfer 
General Administration 
Total 
1988 
Staff 
1989 
SM Staff- 
1993 
1988-1993 
Avg. Annual 
Growth (2) 
$M Staff $M Staff SM 
25 4.97 29 5.70 30 
2.87 3.49 
2.10 2.21 
21 3.95 21 4.48 23 
1.75 1.91 
2.20 2.57 
19 
9 
6 
9 
2 
91 
3.09 
3.24 
2.62 
4.06 
3.57 
19 
11 
6 
10 
2 
98 
3.66 
3.90 
2.49 
4.65 
3.86 
25.50 28.73 
22 
11 
6 
10 
2 
104 
9 
5 
2 
3 
3 
22 
2.63 4 
5 
2 
1 
1 
13 
1.30 
1.64 
0.99 
0.70 
0.60 
0.90 0.48 
0.43 
0.47 
0.31 
0.17 
0.46 
2.53 
0.81 
0.25 
1.29 
0.07 
7.33 3.39 
4.88 4.32 
2.01 
2.87 
6.11 4.2X 
3.89 
2.22 
4.22 6.4% 
4.15 5.12 
2.62 0.02 
4.78 3.31 
4.10 2.8X 
30.86 2.7% 3.9% 
0.37 -16.32 
0.37 
0.00 
0.51 -28.0% 
0.10 
0.41 
- 0.14 -21.12 
1.28 -12.72 
0.07 -38.71 
2.37 -16.4X -20.22 
III. Total Cost 113 32.83 111 32.12 113 33.23 0.02 0.22 
TAC Review 
11. The principal issues in TAG’s examination and dialogue with ICRISA’C can 
be characterized as follows: 
(a) elaboration of a global strategy for ICRISAT (including specific 
components for Africa and Asia), with analysis of strategic 
options, and rationale for options adopted. 
(b) role of biotechnology in support of major research programs. 
(cl relationship with national agricultural research systems including 
network activities. 
(d) an assessment of ICRISAT’s program approaches and the scale of 
resources needed to undertake them. . 
(e) a judgement on ICRISAT’s classification of activities as essential 
and desirable. 
12. In the earliest version of the five-year proposal, TAC found difficulty 
in relating the program to ICRISAT’s global strategy, and noted a lack of 
discussion of strategic alternatives. This caused problems in confronting 
issues of scale and rates of growth. Besides adjusting the scale of some of 
its proposals, ICRISAT has addressed the strategic choice issues explicitly in 
the current five-year proposal, specifying factors used to determine rela,tive 
priorities among programs, commodities, and regions. The Institute’s global 
strategy is discussed in terns of geographical emphasis, research thrusts, 
cooperative research, and technology transfer, and is clearly reflected in the 
document’s sections on individual programs. 
13. ICRISAT’s medium-tern program calls for increasing the use of advanced 
biological techniques in crop improvement programs (cereals and legumes), TAC 
was particularly interested in an explicit description of how biotechnology 
activities will be used to support the major research programs in their search 
for suitable varieties and hybrids. Currently the Biotechnology Unit at 
ICRISAT Center is composed of four laboratories staffed by seven scientists, 
budgeted under and serving both the Legumes and Cereals Programs. Future 
activities are projected in four coordinated thrusts: cytogenetics, virology, 
cell biology, and radioisotope work. 
14. Discussions with TAC focused on the role of ICRISAT in enabling NAM to 
become self-reliant and in encouraging them to play a stronger role in 
international research. ICRISAT’s experience in working with national systems 
has been of longest duration in India, but has been extended to semi-arid 
Africa and to other Asian countries. Carefully focused training opportunities 
and joint work on the continuing series of international trials and nurseries 
provide significant benefits to developing national research programs. The 
five-year plan calls for encouraging national programs by involving them 
directly in cooperative research. This will be partly accomplished by 
strengthening and expanding its cooperative research networks in Africa (and 
Asia. Five full-time senior staff members coordinate the various networks. 
These coordinators primarily provide organizational and logistic support, and 
links with relevant research teams and centers. 
15. With regard to 11(d) above TAC endorsed ICRISAT’s proposed approac:h 
regarding resource deployment between India and Africa. In 1988 total 
principal positions (essential and desirable) at ICRISAT Center (IC) were 59: 
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total principal positions at other locations (mainly in Africa) were 54. By 
1993 ICRISAT proposes to have 54 principal positions at IC and 59 at other 
locations. TAC concurred with ICRISAT’s rationale for the increased emphasis 
on sustainability in its research program. This is reflected in the increase 
of resources allocated to resource management activities between 1988 and 1993 
(see para 8). TAC also accepted ICRISAT’s need to expand biotechnology 
activities in the crop improvement programs. The Committee concurred with 
ICRISAT’s proposal to strengthen and expand its cooperative research networks 
and to participate in networks developed by other centers and agencies in the 
next five years. The intent is that regional programs assume increasing 
responsibilities for adaptive research and cooperation with NARs. 
16. After discussion on the scale of each activity in each of ICRISAT’s 
programs, in response to 11(e) TAC considers the ICRISAT medium-tern plan to 
be a well-reasoned assessment of how the center intends to address its 
mandate, consistent with its own priorities as well as those of the CGIAR 
system. TAC supported the center’s decision to reduce substantially the 
budget level shown in the earlier medium-tern program drafts by cutting down 
on some capital items and on their request for additional senior staff. TAC 
concurs with ICRISAT’s proposal to include under essential activities programs 
that have been in existence for some time with special project funding (e.g. 4 
out of 8 scientists in SADCC-Zimbabwe, and the sorghum network coordinators of 
WASIP and EARCAL). 
Financial Summary 
17. As shown in Table 2, TAC recommends for Group approval an essential 
program of work which is estimated to require a senior staff complement of 104 
and $38.2 million in funding for both operations and capital by 1993. An 
additional nine senior staff and $3.0 million are also endorsed for desirable 
programs. The total program for 1993 is for 113 principal (senior) staff at a 
total cost of $41.3 million inclusive of operations, capital, and provision 
for price increases. In comparison to ongoing activities in 1988 at a level 
of 113 senior manyears and $38.6 million, this recommendation projects a 
modest increase in funding for the total program averaging 1X in nominal terns 
(a decrease averaging 3X in real terns) during the 1989-1993 period. 
Essential programs are projected to grow at an average annual real rate of 2X, 
while desirable programs decline at an average annual real rate of 24Z. 
Technical Point: The 1988 fundlng needs of the actlvltles comprlslng the essential 
program fw 1989 and subsequent years Is S28.8 allllon; S25.8 ~illlon lg expected to 
be financed as ‘core’ and S3 mllllon as ‘special projects’. Of the 1989 essentlal 
program of S30.9 million, existing donor commitments for special pro/e&s account 
for S2.4 mllllon. 
Cost Structure 
18. In 1988 principal staff positions (91) accounted for 3.5X of ICRISAT’s 
total “essential” staff complement of 2,590 positions. The Institute projects 
total staffing in essential programs to increase at an annual rate of about 22 
reaching 2,864 by 1993. The total increase of 274 positions consists of 13 
principal staff positions, 41 scientific and supervisory staff, and 220 other 
support staff. The ratio of principal to scientific and supervisory staff 
stays nearly constant between 1988 and 1993, while the ratio of principal 
staff to total support staff decreases marginally from 27.4 to 26.5. Total 
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senior staffing (essential and desirable) holds steady at 113 between 1988 and 
1993. 
19. In constant 1988 dollars, operating expenditures per principal sta:ff are 
projected to increase slightly from $289,200 in 1988 to $294,000 by 1993, 
Looking at cost structure by object of expenditure, approximately 51X of 
ICRISAT's operating costs in 1988 were for personnel. ICRISAT projects this 
proportion to rise to 552 of core expenditures by 1993, mainly by a reduction 
in supplies/services (37X vs 42X) as shares of equipment replacement and 
travel stay about the same over the period. 
20. ICRISAT proposes a capital program for essential activities of $6 
million over the 1989-1993 period. Annual capital expenditures of $1.2 
million are projected, largely for infrastructure dev?lopment, modification of 
existing facilities, and new equipment. Additional capital expenditures of 
$6.6 million are projected under ICRISAT's desirable program. Of the total 
proposed capital budget of $12.6 million for the period, approximately 23X is 
projected for ICRISAT Center (77X of which is for equipment), with 77% slated 
for African programs (49X or $6.2 million intended for West Africa). 
Key Financial Elements 
21. Table 2 below summarizes the key elements for Group approval for each of 
the five years along with a 1988 reference column. Output expectations are 
not listed here but can be found in the ICRISAT document "Medium-Tern Program 
Plans and Funding Requirements 1989-1993" being submitted to support these 
proposals. 
22. The length of time ICRISAT's program has been under consideration means 
that the approval for 1989 cannot be completely effective for that year. The 
principal items affected will be unfunded real increases in program scheduled 
for 1989 amounting to $1.8 million which will be delayed in implementation. 
In its annual funds request for 1990, to be considered by TAC in June 1989 and 
by the Group at centers week, ICRISAT will specify the changes in the 1990 
program resulting from the delay, and from technical changes which have 
occurred since the medium-tern proposal was prepared. 
8 
International Crops Research Institute for the Semi-Arid Tropics 
Table 2: Financial and Staffing Requirements (1988-93) 
Plan Recommendation 
1988 1989 1990 1991 1992 1993 
Essential Program 
Senior Staff 
Funding 
Annual real growth (X) 
91 98 
28.85 30.94 
3.3x 
Desirable Program 
Senior Staff 
Funding 
Annual real change (X) 
101 102 
32.88 34.52 
2.2z 1.0x 
. 
103 104 
36.58 38.28 
2.0% 0.7% 
22 13 11 9 9 9 
9.72 6.49 5.52 3.65 3.13 2.98 
-34.62 -17.12 -36.41 -18.62 -9.6X 
Total Program 
Senior Staff 
Funding 
of which: 
Capital 
Essential 
Desirable 
113 111 112 111 112 113 
38.57 37.43 38.40 38.17 39.71 41.26 
6.59 4.17 3.40 2.18 1.57 1.29 
1.20 1.20 1.20 1.20 1.20 1.20 
5.39 2.97 2.20 0.98 0.37 0.09 
Funding changes in 
total program over 
previous year (Z) 
real 
real excl. capital 
price 
-6.3X -1.2x 
0.02 1.1x 
4.0x 4.0x 
-4.5x 
-1.2x 
4.0x 
-0.9x 
0.15 
4.05 
0.02 
1.9% 
4.0% 
-0.2x 
0.72 
4.02 
Staffing change 
over previous year (Z) -1.8X 0.9x 0.9% 0.92 
Included in the above 
figures are: 
(a) Working capital 
additions 
(b) Cumulative price 
provisions 
(c) Income from own 
0.45 0.18 0.19 0.14 
1.28 2.67 5.60 7.20 
sources (0.85) (0.60) (0.60) (0.60) (0.60) (0.60) 
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SECTION 11 
West Africa Rice Development Association (WARDA) 
WARDA was established In 1970 with the assistance of UNDP, FAO and the 
UN’s Economic Commission for Africa, as an Inter-governmental associatl~on of 
11 West African countries to promote self-sufficient rice production In the 
region. It now has 16 member countries. Some of WARDA’s programs were 
supported by the CGIAR from Its Inception, and WARDA became a full-fledged 
member of the Group’s network of Internatlona! centers In 1986. The 
restructured WARDA conducts and promotes research to Improve the technical 
and economical options available to smallholder farm families In the region. 
Originally based In Liberia, WARDA has since relocated to Cote d’lvolre. 
WARDA also has sub-stations In Senegal, Liberia and Sierra Leone. 
1. WARDA presented a five-year program plan and its associated funding 
requirements to TAC during its October 1988 and March 1989 meetings. The 
presentation included a discussion of the center's program plans to execute 
the first five years of its 1990-2000 strategy. Based on several rounds of 
discussion with WARDA staff, TAC has fully endorsed WARDA's proposal 
sunnnarized below. 
2. In 1984 the Group and TAC discussed WARDA's external reviews. The 
review panels recommended that WARDA restructure itself to improve its 
organizational effectiveness and integrate its various research activities 
into a coherent research program. The panels also recommended that a mid-tern 
review on the progress of implementation of these recommendations take place 
in mid-1986. The recommendations of the mid-tern review were placed before 
the Group and TAG in May/June 1986. The CGIAR agreed to support WARDA on the 
same basis as the other centers in the system provided that WARDA make changes 
that would bring WARDA's governance, structure and program in line with other 
CGIAR centers. The Group requested IDRC to negotiate the changes on its 
behalf with WARDA's Member States. 
3. WARDA's governing council acted promptly and in October/Novembe,c 1986 
TAC and the Group discussed and endorsed the constitutional changes which were 
adopted by WARDA's Governing Council. WARDA was restructured so as tlo become 
an international research center of excellence while maintaining its regional 
character. A Board of Trustees (composed of six members from the region and 
six nominated by the CGIAR) oversees WARDA with full power of decision in 
managerial and scientific matters. The Governing Council became a Council of 
Ministers retaining some political authority, such as fixing the headquarters 
location, but otherwise with largely advisory functions. In keeping with 
WARDA's regional character the Director General is to be a national of a WARDA 
member state. The Group and TAC recognized that these were significant 
changes whose fruits would be realized over a period of years. 
4. The board started work in January 1986 and appointed a director, general 
in late 1986. In 1987 TAC discussed WARDA's draft strategic plan. There was 
a further interaction between TAC and WARDA during 1988 leading to the 
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Committee’s endorsement of the center’s strategy in October 1988. TAC 
suggested that the center develop a clear goal statement and consider ways in 
which it could focus its research, at least initially, on those problems that 
would moat effectively exploit WARDA’s areas of technical expertise so that 
the center could rapidly achieve a reputation for scientific excellence. The 
allocation of resources to the different rice environments should be based on 
a comprehensive analysis of the options including potential for impact. TAC 
emphasized the need for collaboration with other CGIAR centers and national 
systems in WARDA’s mandate area. 
WARDA’s Strategic Plan 
5. WARDA’s strategic plan is published in the document “WARDA’s Strategic 
Plan 1990-2000” dated June 1988. Some of the elements of the plan are 
described below. WARDA’s research program will focus on three rice environ- 
ments. The first priority is the upland/inland swamp continuum because it is 
here that the vast majority of the smallholders who constitute the center’s 
target group grow rice. The second priority is the Sahel which has been 
selected on the grounds of both human need and potential impact. The third 
priority are the mangrove swamps where, although the potential impact on 
yields is high, the overall impact on output is likely to be relatively low 
because of the difficulties of bringing extra land into cultivation. WARDA's 
research program will concentrate primarily on germplasm improvement, crop and 
resource management and socio-economic constraints, but will include post- 
harvest technology where appropriate. 
6. TAC concurred with WARDA that the primary objectives of the research 
program should be the development of more cost-effective and sustainable crop- 
management techniques and the development of higher yielding and more stable 
rice varieties. TAC discussed in depth WARDA's priority ranking of rice 
environments on the basis of a provisional assessment of the importance of 
major physical and biological constraints to increased rice production by 
ecosystems in West Africa. TAC supported the high priority given to research 
on the upland/inland swamp continuum and considered WARDA's rationale for the 
selection of the activities to be a well-reasoned justification. 
WARDA Headquarters 
7. During 1987 WARDA decided to transfer its main research station and 
headquarters facilities from Monrovia (Liberia) to a representative location 
within its first priority rice growing environment, the upland/inland swamp 
continuum. A site of approximately 2000 ha in the Mbe valley to the north of 
Bouake in Cote d’Tvoire was identified following an extensive regional search. 
TAC concurred with WARDA's decision. In May 1988, temporary acconnaodation was 
established in Bouake and the relocation from Monrovia was carried out. 
Research in Liberia would continue at Suakoko, and training activities at 
Fendall. Following discussions with CGIAR donors in 1988 a program of phased 
construction of priority facilities has been established (see para 16). 
WARDA’s Medium-Term Program Plan 
8. The medium-term plan has been designed to implement the first five years 
of WARDA's strategy. WARDA’s functional departmental structure consists of 
research, training, communications, international cooperation and administra- 
tion. WARDA’s research programs are organized around the three major rice 
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growing environments. Each research program consists of a number of projects, 
defined on a problem-solving basis to address the major production constraints 
within each environment. The research teams are interdisciplinary and 
comprise social scientists who are doing research on socio-economic 
constraints common to the three rice growing environments. Resources for the 
germplasm resources unit, which urgently needs to develop short- and medium- 
term storage capacity to meet the requirements of WARDA breeders and NARS are 
included under the continuum program. WARDA scientists will be charged with 
both research and training responsibilities to integrate the activities of 
these departments in order to maximize their complementarity. WARDA will be 
managed by four directors (research, administration and finance, communica- 
tions and training, and international cooperation) reporting to the Associa- 
tion’s Director General. 
9. As shown in Table 1 below, for the next quinquennium WARDA projects 
total operating requirements in constant terms to increase from $6.83 million 
in 1989 to $ 10.20 million in 1994. This increase is accompanied by an 
increase in senior staffing from 28 in 1989 to 39 in 1994 (36 essential and 3 
desirable). The recommended program represents a fresh start for WARDA, whose 
program was of a transitional nature in the 1987-1989 period. 
West Africa Rice Development Association 
Table 1: Costs (in constant $) of Major Activities - Selected Yealrs - 
1989-1994 
Avg. Annual 
1994 Growth (2) 
Staff $I4 Staff $M - ---- Activity 
I. Essential Programs 
Resource Director 
Crop b Resource Management 
Crop Improvement 
Research Support 
Training 
Communications 
International Cooperation 
Administration 
Design Phase 
1989 1990 
Staff $ M Staff $ M ---m 
Total 28 
II. Desirable Programs 
Crop b Resource Management 
Crop Improvement 
Total 
III. Total cost 28 6.83 32 7.86 
0.35 
1.28 
1.28 
0.83 
0.70 
0.24 
1.66 
0.49 
6.83 
2 0.40 2 0.52 
7 1.37 11 2.55 
9 1.74 10 2.33 
1 0.20 1 0.20 
3 1.19 3 1.24 
4 0.79 4 0.79 
1 0.24 1 0.25 
3 1.66 4 1.90 
30 7.59 36 9.78 5.12 7.42 
2 0.27 2 
1 
3 
39 
0.28 
0.14 
2 0.27 0.42 
10.20 6.8% 8.3% 
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10. The principal issues in TAC’o examination and dialogue with WARDA can be 
characterized as follows: 
(a) the overall allocation of resources to rice research in West 
Af rfca; 
lb) collaboration between WARDA and national systems, and other 
international centers; 
(cl an assessment of WARDA's program approaches and the scale of 
resources needed to undertake them: 
(d) a judgement on WARDA's classification of activities as essential 
and desirable. 
11. TAC discussed the optimum allocation of resources to rice research in 
West Africa within the framework of overall CGIAR priorities. TAC recognized 
that the level of CGIAR resources allocated to rice research in West Africa 
would be well above the level that could be justified by the share of world 
rice production in the subregion. However, the CGIAR had decided to proceed 
with the development of an initiative for rice research in the West Africa 
region, and TAC’s deliberations were made in light of this decision. Never- 
theless, the Committee acknowledged that such a high level of allocation could 
be justified for an effective research program in view of the rapidly increas- 
ing demand for rice in West Africa and the substantial payoffs of any research 
breakthroughs. 
12. TAC reviewed WARDA’s collaborative research with the national systems of 
its member states and with other research institutes. TAC noted with satis- 
faction the importance given to strong partnership with national systems of 
the region. As regards collaborative activities with other international 
research centers, TAC fully endorsed the agreement reached between WARDA and 
IITA on the division of collaborative activities over the short term. While 
responsibility for varietal improvement will be transferred to WARDA by 1990, 
IITA will retain leadership in a number of areas in which it has a special 
advantage, such as crop and resource management. In view of the importance of 
the effects of government policies on rice production in West Africa, TAG 
strongly supported the proposed cooperation with IFPRI in policy research. 
13. With regard to 10(c) above TAC endorsed WARDA's proposed research 
approach of developing low-input technology in the early years and of a close 
integration between on-station and on-farm research. WARDA's research program 
will be organized in interdisciplinary projects, defined in terms of the 
desired outcome of research. All projects will involve both the biological/ 
physical and the social sciences, with social and economic analysis being a 
built-in feature. The center will draw upon the strength of IITA with regard 
to inland swamp rice research and of IRRI on irrigated rice research. In the 
upland/Mland swamp continuum, with the same farmers commonly cultivating land 
in each environment, the farming systems perspective will be adopted to 
understand the complementarities in the choice of varieties and in agronomic 
practices for the different environments. The Coxsittee also noted the 
overwhelming importance of health hazards in the rice-growing ecosystems of 
sub-Saharan Africa, and that the need to overcome these would be a necessary 
condition for sustained increases in rice production on the continent. TAC 
drew the attention of the CGIAR to this and expressed the hope that efforts 
would be made at the highest level of the international community to help 
overcome this important problem in ricultural development. 
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14. TAC was in general agreement with the proposed classification of 
activities as “essential” and “desirable” on the basis of whether or not a 
primary constraint was being addressed. TAC noted that the scale of proposed 
essential activities were considered the “minimum essential’ to achieve a 
critical mass of scientists in each of the three environments covered by 
WARDA. TAC expressed concern whether WARDA had sufficiently taken into 
account the complementarity between its agronomic work and that of IITA in the 
inland swamp part of the continuum program in defining the number of essential 
positions. TAC questioned the need for separate director positions for 
International Cooperation and Communications and Training and suggested that 
WARDA consider merging these two positions. 
Financial Summary 
15. In aggregate terms, as shown in Table 2 below, TAC recommends to the 
Group an essential operational program of work for WARDA which is estimated to 
need a senior staff complement of 36 and $12.83 million by 1994. In ,addit ion) 
a separate capital development program of $20.27 million was also reclommended 
as essential. Three additional positions and $0.56 million are endorsed in 
the desirable program. The increase in funding in real terms (excluding 
capital development fund) averages 7X per year over the 1989-1994 period. 
Total funding needs including capital average 12X per year. 
Capital Program 
16. WARDA proposes a capital development program of $20.27 million in 
current terms over the 1990-1994 period. $3.35 million is for research farm 
development in the Mbe Valley and for the rehabilitation of the Senegal, 
Liberia and Sierra Leone stations. The remainder is for the construction of 
the main research center (MRC) and headquarters (HQ) components. The first 
phase in the plan which started at the end of 1988 is the installation of pre- 
fabricated temporary laboratory and office facilities. The fourth and last 
phase in the plan is scheduled to be completed by early 1995. WARDA’s 
ultimate center complex at Mbe will include research, conference, tra,ining and 
administrative facilities together with the necessary supporting elements of 
farm and physical plant services. In addition $2.29 million for equipment 
replacement and minor capital works is also projected for 1990-94. 
Key Financial Elements 
17. Table 2 below summarizes the key elements for Group approval for eat 
the five years along with a 1989 reference column. Output expectations are 
not listed here but can be found in the WARDA document ‘1990-1994 Medium-term 
implementation plan” being submitted to support these proposals. 
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West Africa Rice Development Association 
Table 2: Financial and Staffing Requirements (1989-94) 
Plan 
1989 1990 
Recommendation 
1991 1992 1993 
Essential Programs 
Senior Staff 
Funding (in $ M) 
Capital Development 
Desirable Programs 
Senior Staff 
Funding (in $ M) 
Total Program 
Senior Staff 
Funding (in $ M) 
Punding changes in total 
program over previous year (X) 
real 
real excl. capital 
price 
Staffing change 
over previous year (Z) 
Essential 
Total 
Included in the above 
figures are: 
(a) Working capital 
additions 
(b) Cumulative price 
provisions 
(c) Income from oun 
sources 
28 30 33 36 36 36 
6.60 8.26 9.66 11.27 12.21 12.83 
3.15 5.03 3.99 4.47 3.63 
2 3 3 3 3 
0.29 0.45 0.49 0.52 0.56 
28 32 36 39 39 39 
6.60 11.70 15.14 15.75 17.20 17.02 
67.41 22.oz -2.1x 3.02 
16.7X 13.9x 11.62 1.42 
6.02 6.4X 6.72 7.12 
7.02 10.0x 9.02 
14.02 13.0x 8.02 
0.38 0.23 
0.65 1.66 
0.06 0.12 
2.55 3.61 
(0.23) (0.25) (0.23) (0.17) (0.22) 
-6.9X 
7.6% 
4.37 
(0.25) 
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SUMMARY OF PROCEEDINGS AND CONCLUSIONS 
The Consultative Group on International Agricultural Research (CGIAR) 
held its annual international centers week meeting from October 31 to 
November 4, 1988 at the International Monetary Fund auditorium, Washington DC. 
Mr. W. David Hopper, chairman CGIAR, presided. One of the items dicussed at 
the meeting was "CGIAR Resource Allocation - Medium-Term Program Plans and 
Funding Requirements of CIAT, ILCA and IITA (Agenda Item 12). Below are 
exerpts from the Summary of Proceedings and Conclusions paper issued by the 
CGIAR secretariat on November 21, 1988. 
Medium-term programs 
The Group approved the medium-term programs of IITA, ILCA, and CIAT. 
IITA 
43. Introducing the IITA presentation, board chairperson Lawrence A. Wilson 
placed the center's activities in the context of projected population growth, 
with subsaharan Africa's 1985 population of 460 million expected to reach 1 
billion by 2010 or earlier. Consequently, agricultural production, emp:loyment 
opportunities and social services would have to increase at a rate of over 3 
per cent per year, just to remain at their 1980 levels. 
44. The rapidity of this required increase would place great pressure on 
agricultural and other resources. It was in this race against time that IITA 
had made substantial adjustments in financial and personnel administration, in 
research, and in training and outreach programs, so as to increase its 
institutional capability as an instrument of agricultural development. Those 
adjustments were at the hear of IITA's medium term plan. 
45. IXTA director Larry Stifel said that the three major themes of the plan 
were focus, integration, and cooperation. 
46. Focus : IITA would seek to increase the productivity of the small scale 
farmer in Africa; to improve the farming systems of the humid and sub-humid 
tropics of west and central Africa; to concentrate on the major agroecologies 
of the region by establishing small research substations in those ecologies: 
and to sharpen its research on commodity improvement. 
47. Integration: The organizational structure at IITA had integrated three 
major thrusts -- resource management research, commodity improvement research, 
and crop management. IITA had also accepted the challenge of inculcating the 
entire institute with a farming systems orientation, to ensure that the 
technology generated by research would be productive in the real world of the 
African farmer. 
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48. Cooperation: Partnerships with national systems would be built and 
strengthened, enabling them to create and use technology that would satisfy 
their own needs. IITA expected to operate more downstream over the next five 
years than was customary for an international center. The main mechanisms for 
promoting such partnerships would be research liaison scientists, resident 
scientist teams, and training. 
49. Mr. Stifel also elaborated on IITA’s programs for developing sustainable 
agriculture, and on its successful and highly acclaimed program of biological 
control which was protecting the forest zone’s most important food source, 
cassava, from the losses caused by the cassava mealybug. 
50. Several speakers congratulated IITA for having produced a good program 
and a lucid presentation, and endorsed its orientation and details. The 
center was congratulated on what it had already achieved, and urged to 
continue with its work on biological control. 
51. Several questions were raised on IITA’s plans for substations and 
resident scientist teams. Mr. McCalla pointed out that while TAC considered 
the work of resident scientists a desirable activity, IITA considered them 
essential. A speaker cautioned that the concept of resident scientists came 
close to technical assistance, raising the issue of assimilation with national 
programs, which did not always happen. The cost-effectiveness of substation8 
was also questioned. 
52. Mr. Stifel said that the substations would be “very small,” with two or 
three scientists involved. He pointed out that half of the countries in the 
region served by IITA spent less than $3 million each year on research. Most 
of the national systems did not have the capacity to work effectively with 
IITA, so the center felt that special measures were necessary. Mr. Stifel and 
Mr. McCalla agreed that the mix between “desirable” and “essential” categories 
could be resolved through continuing consultation -- already strong and 
productive -- between the center and TAC. 
53. Speakers also referred to the relatively high increase of expenditure in 
the first year of the five year period. They urged that IITA should cooperate 
with other centers in the area of biological control, and said that in 
attempting to concentrate on west and central Africa, IITA should not withdraw 
completely from breeding crops of area wide significance. 
54. Responding to a number of comments that moved on to wider questions of 
funding, Mr. Hopper said it was clear that the system needed to examine more’ 
closely the linkage between bilateral assistance to strengthen national 
systems and the activities of the CG centers that had the same objective. A 
major set of questions had to be addressed, and he hoped that the subject 
could in the not too distant future be a separate item on the agenda. 
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ILCA 
55. Board chairperson Ralph Cummings described in some detail the process of 
planning and consultation leading up to the preparation and presentation of 
ILCA’s medium term program. Center management, staff, the board, and 
representatives of national systems had all been involved. TAC was consulted 
at various points along the line. Finally, a week of intensive staff 
discussion followed by a three day meeting of ILCA’s program committee 
produced and endorsed the final document. 
56. The groundwork was laid systematically and soundly, implementation had 
begun, and significant contributions to livestock production and to the 
welfare of farm families in subsaharan Africa was poss_ible. 
57. Mr. Cummings said that ILCA had limited itself to three major ruminant 
animals -- cattle, sheep, and goats -- and had focussed on four ecological 
zones : the semi-arid, sub-humid, humid, and highland regions. Work was 
carried forward at ILCA’s headquarters, at several other locations in tlhe four 
ecological zones, and in networks for cooperation with partners in national 
systems. 
58. ILCA divided its activities into six major thrusts: small ruminant meat 
and milk, cattle meat and milk, draft power, animal feed resources, animal 
health, and resource utilization and policy. Themes were developed within the 
thrusts, so that work could be carried out across disciplines. 
59. Explaining the relationship between research thrusts and themes, ILCA’s 
deputy director general for research, Kurt Peters, used the example of the 
cattle meat and milk thrust. The objectives of this thrust were pursued under 
six major themes: reproductive wastage and hygiene management; feeding and 
management systems development; milk preservation and processing: economics of 
cattle production: breed evaluation and improvement: and network coordination. 
These and related details enabled ILCA to measure output and success, taking 
into account such factors as quantity, quality,time and location. 
60. Center director John Walsh analyzed ILCA’s efforts and achievements of 
the recent past, relating them to the present and the future. The center’s 
work in 1987 emphasized management in terms of donor relations, board 
management and connaunications, and program planning. All the center’s 
resources were realigned and strengthened in 1988, and ILCA was now poised to 
move further forward. Mr. Walsh went over some of ILCA’s program highlights 
in the past year. These included research towards reducing reproductive waste 
in cattle; on-farm trials of animal traction-based technology: researcht on 
crop residues as animal feed; research in genetic resistance to 
trypanosomiasis; and training. 
61. Mr. Walsh paid tribute to the work of Mr. Moustapha Sail, the head of 
ILCA’s Outreach Department. Mr. Sail, who was with the director general, was 
responsible for ILCA’s relationships with African nations. Those links were 
strengthened by the center’s faming systems approach: through collaborative 
and contract research arrangements with national systems: and in the 
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establishment of research networks. ILCA aimed at building one continent-wide 
network for each of its research thrust areas. 
62. Several speakers congratulated ILCA both for the meticulous planning 
process it had carried out, and for the product of that proces. ILCA was to 
be coxmnended, they said, for an outstanding, clear, and informative plan and 
presentation. ILCA’s relations with national systems was endorsed. 
63. Some participants wondered whether ILCA was attempting too much; whether 
its plan was too ambitious. Some suggested that perhaps ILCA’s strategy would 
be to work in several areas and subsequently pick out a few for concentration. 
Mr. Walsh said that the “ambitious” nature of ILCA’s program was relative to 
the dimensions of activity that ILCA would create outside of itself, and that 
meant especially the relationships it would establish with national 
organizations. ILCA did not see its work as an ILCA-only proposition, but as 
a program that could be achieved by ILCA and its partners working together. 
Other issues raised included ILCA’s allocation of resources for 
trypanotolerance research, and staffing. 
CIAT 
64. Center director John Nickel combined CIAT’s medium term program with its 
biennial presentation when he gave the Group what some delegates described as 
an inspiring exposition, particularly on CIAT’s approach to the issue of 
agricultural sustainability. Mr. Nickel announced as well that he would be 
leaving the center in 1990. In the intervening period CIAT would go through 
an ‘external management review and an external program review, and would 
prepare a new strategic plan. 
65. Leading up to Mr. Nickel’s presentation, board chairperson Fred 
Hutchinson said that the board was relatively satisfied with progress at the 
center. Board members were very satisfied with the management, and they felt 
that good progress was being made on its mandate commodities. They were 
pleased with CIAT’s physical plant. They could also report that the board 
together with management had consistently sought to integrate the social 
science aspects of their work with the rest of the center’s programs. 
66. Mr. Nickel made his presentation under three broad themes: progress 
through partnership (including training), contributions to sustainable 
production systems, and new solutions to old problems. Those issues were 
important, he said, and at the same time they were the areas in which most of 
the center’s budgetary growth would take place. He provided numerous examples 
under each heading to demonstrate the extent and depth of CIAT’s programs. 
67. He referred to various aspects of regional commodity research, 
integrated commodity development, and the involvement of farmers in research 
and seed production, and showed how they were helping to build partnerships 
and also supporting the center’s end-users. Staff sent out by CIAT to work 
with the stronger national programs in each region had helped local scientists 
develop their own varieties. This relationship also facilitated material and 
information sharing. 
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68. Mr. Nickel pointed out that the subject of sustainable increases in 
agricultural production was a complex of many concerns. He felt that those 
most relevant to CIAT’s work were soil erosion and depletion, deforestation, 
rational use of savannahs, misuse of agricultural chemicals, and the depletion 
of natural resources. He gave detailed and specific explanations of how 
CIAT’s research and training programs were helping to solve problems in each 
of those areas. 
69. He said that new advances in biological sciences offered new tools that 
could resolve important production constraints. To demonstrate the value of 
those tools, Mr. Nickel presented examples of progress through “high tech” 
relating to cassava viruses, cassava germplasm, bean viruses, bean weevil, and 
anther culture. He also described how CIAT was acting as a catalyst to 
establish upstream networks. 
70. A spirited discussion followed in which participants were very 
complimentary of CIAT’s programs and presentation, but pursued details such as 
how the various aspects of the center’s research program dovetailed with the 
over arching problem of poverty alleviation. Questions such as incentives, 
policy formulation, land tenure, and the disparity between private returns and 
social returns were all explored. 
71. While CIAT’s approach to collaboration with national systems was widely 
endorsed, some speakers said they were interested to know how CIAT maintained 
links with personnel they trained. Questions were also asked as to how 
strongly national programs emphasized the issue of agricultural 
sustainability. CUT representatives responded on all the questions raised. 
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Swmnaq: In May 1987 the Group approved the recommendation to replace the 
annual review8 of center funding requirements by an aZlocatia prooees with a 
five-year horizon. Under this process center pPogPam plan8 are eaxvnined in 
detail once every five year8 unless cirnonstances warmrnt a freeh look by TAC 
during the intervening period. This process doe8 not, hmever, ahunge the 
cuPrent pPa&ice of center8 seeking funding an?aUally. The CGIAR 8eOZWhPkt 
will oontinue to pPopo8e to the Gpoup fund<ng need8 for each oenter fo;r the 
ooming year representing the yearly 8tice of the approved program. 
At ItX the Group recsived and approved TAC reoommendations on 1988-92 program 
pkn8 and funding need8 for IFPRI, ILRAD and ISiVAR, TAC retiewed the CIP and 
IBWR SUb&SS<O?38 at its March 1988 meeting. This paper states the rssutting 
TAC PecorrPnsndatione to the Group. The Group is Pequeclted to approve the 
pPogPum8 for these two centers a8 presented in this paper. Full explanation 
;iO;yg proposals are available in the docun?e?ts subdtted aepaz&el,y by 
It should be noted that in the 8p%P%t of keepmg the prooeee 
flexible ;AC ha8 acoepted a four-year planning frvune of 1989-92 for CIP which 
is better wAited at this time to the planning oycle of that center than a 
five-year framswork. ,IBpGR P%Commendat%~ $8 fOP a full five-year pla?3n%ng 
period, 1989-93. 
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Section I 
Centro International de la Papa (CIP) - International Potato Cent65 
CIP wa8 e8tabli8h%d in 1971 to 8erve a8 a wurtd 
center to develop, adapt and expand the research 
nece88apy for the technotag3 to solve &ority problems 
that limit potato and other tubemus root production. 
The CGIAR adopted CIP in 1972. (2’8 fiP8t board 
dectied to l-imZt the initial work to potatoes. In 1985 
up’8 board expanded the mandate to include sweet 
potato. In 1987 TAC end0~8ed cIP’8 leadership ~01s 
&thin the CGIAR for tweet potato. up’8 pPe8& 
mandate is to help produce the technology needed for 
potato and sweet potato improvement, 80 a8 to make 
theee crop8 available a8 ZW-CO8t fOCd8 in mO8t 
climates of the developing world. The International 
Potato Center is based in Lima, Peru. 
1. CIP presented a five-year program plan and its associated funding 
requirements to TAC during its June 1987 meeting. The presentation included 
a discussion of CIP’s strategy and the program plans to execute the sttategy 
in the quinquennuim 1988-92. Based on further discussion with CIP staff 
during the October 1987 TAC meeting, TAC fully endorsed UP’s proposal at the 
March 1988 meeting. 
2. In 1983 the Group and TAC examined the full extent of CIP’s 
programs in context of the external reviews of CIP. The reviews strongly 
endorsed CIP’s innovative regional programs as well as its use of research 
contracts with potato scientists in developing and developed countries. 
CIP’s decentralized approach was seen to be a major strength, as was its 
emphasis on utilization of the world potato germplasm. The potential of 
potato in the lowland tropics was seen as a possible next major goal. Since 
then CIP has established research facilities in Peru at San Ramon 
(mid-elevation) and Yurimaguas (low-elevation) to address this environment. 
CIP has also expanded its regional network with a new regional program in 
China. Finally, starting in 1987 CIP has initiated work on sweet potato. 
The 1988 program of work approved by the Group in October 1987 includes an 
Investment of $1.8 million to launch the sweet potato program, Donor 
approval of CIP’s progress continues to be strong. 
3.. CIP has formally updated its strategy document, made available to 
the Group, called “Profile 1972-2010”. The document outlines CIP’s strategy 
in context of what CIP considers its basic strengths - capacity to maintain 
and utilize the world collection of potato and sweet potato due to its 
location in the area of origin, research capabilities particularly in the 
disease control area and scientific strength in advanced biological 
techniques for disease-free maintenance and distribution of germplasm. CIP 
works for the national systems by inviting participation in annual planning 
conferences and an effective decentralized method of operation through eight 
regional centers and five international networks. Strategically CIP expects 
the national systems increasingly to undertake many elements of work on 
potato, allowing CIP to take on an additional commodity at a relatively small 
incremental investment. The CIP strategy document provides details of the 
specific futures CIP projects for each of its ten research thrusts and their 
impact on CIP’s future role. The next external reviews of CIP will be 
conducted during 1989. 
4. The five-year program has been designed to implement this strategy. 
The basic premise is that over this period, work on sweet potato will be 
fully incorporated in CIP’s delivery system. CIP believes however that this 
does not lessen CIP’s commitment to potato. As work on germplasm collection 
and agronomic aspects of tropical production of potato phases out, the 
scientific capacity will be redirected to sweet potato. In keeping with its 
declared intentions CIP total staff complement will remain constant during 
the planning period. 
5. CIP uses a disciplinary departmental structure of six research 
departments serving ten matrix research thrusts for its work on the two 
commodities. Eight regional sites and five networks fully integrated into 
the research thrusts serve as conduits for germplasm evaluation and transfer 
of technology. Training and Communications as well as research support are 
the two other departments. As shown in the table below, for the next 
quinquennuim CIP projects total resource needs expanding at an annual rate of 
5%. Within this total the essential program remains practically constant in 
real terms over the 1988-92 period so that the growth is attributable mostly 
to the desirable components. 
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International Potato Center 
Table 1: Co8te (in 88$ M) of @‘or A&i&i%8 - Seteatsd Yeare 
A&iv& 
I. E888?ltitZt Pl’Ogram 
Germplasm 2 0.55 
Ptant Breeding 1 1.10 
Pknt Pmteatton 5 1.65 
Ptant Phyeiotogy 3 0.85 
Eatm/Soo Analg848 2 0.51 
Ru8earuh support 2 1.81 
Trasning 1 1.40 
C@tfDO@ 1 0.63 
Tmmfer of Teah 10 2.46 
Generat @@RlttOn8 1.79 
Acwni8tPatio?a 4 1.48 
Total 31 14.23 
1988 lQ8Q 
‘VsM EEznE 
2 
1 
5 
3 
2 
2 
1 
1 
10 
4 
31 
0 
31 
0.55 2 0.55 0% 
1.17 1 1.17 2% 
1.85 5 1.65 0% 
0.85 3 0.85 0% 
0.50 2 0.50 0% 
1.81 2 1.81 0% 
1.40 1 1.40 0% 
0.75 1 0.75 5% 
2.44 10 2.44 0% 
3.29 1.86 1% 
1.47 4 1.47 0% 
15.88 
II. Deeirabte Progrrxm 
Plant Phyeiotogg 0.36 
111&VO2’k8 0.97 
Teah A88t8tantW 0.19 
Total 0 1.52 
III. Total CO8t8 31 15.74 
31 14.46 0.4% 
0.56 1.28 29% 
1.00 1.44 8% 
1.56 1.61 54% 
3.12 0 4.33 23% 
19.00 31 18.79 5% 
1989-92 
A:;z; 
Grcvth( %I 
EzzT-E 
6. The principal issues in TAC’s examination and dialogue with CIP can 
be characterized as follows: 
(a) earlier TAC assessments expressed in the document CGIAR priorities 
and strategies that research on potatoes should decline in the medium term 
while that on sweet potato should increase; 
(b) an assessment of CIP's program approaches and the scale of 
resources needed to undertake them; 
(c) a judgement on components of CIP*s work essential for achieving the 
CIP objectives; 
(d) CIP’s role and responsibilities within the CGIAR. 
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7. CZP’s proposal does not challenge the earlier TAC assessments that 
CGUR effort on Potatoes should decline, in fact CIP now projects a decrease 
starting in 1988. By 1992 CIP expects to be spending only 60% of its total 
resources on potato, a sharp decline in resources applied to potato in the 
CGIAR. By the same token resources for sweet potato rise dramatically from a 
level of 10% in 1988 to 40% by 1992. TAC discussed the implications of these 
more dramatic shifts than were envisaged earlier. On further considerations 
TAC was persuaded that these shifts are consistent with priority recommenda- 
tions due to an important change in assumptions. 
8. CIP has convincingly argued that in the’first instance its decision 
to undertake work on sweet potato stems from its close relationship to the 
potato and the same time the complimentary growing seasons allowing a 
potential for two serial crops potato and sweet potato in one season. The 
similarities between the two crops allow CIP to use the same delivery systems 
as well as directly transfer its research expertise on potato particularly in 
the disease and pest area to sweet potato. The complementarity in growing 
season allows the use of the same field facilities for both crops. 
Consequently, CIP is able to undertake work on two commodities at a lower 
airerage cost than would be the case if work was done separately for the two 
commodities. Similarly, CIP suggests that its senior scientists, with 
increased staff support, can add work on sweet potato without seriously 
diminishing their output of potato research. Therefore, the reduction in 
resources reflects more efficient use of existing senior personnel, 
structures and delivery systems and not a reduction in effort. 
9. Since CIP is the first commodity center to be reviewed under the 
new guidelines of the medium-term resource allocation process, TAC was able 
to test the robustness of the activity definitions in terms of determining 
the scale of activities in a commodity program. With some exceptions the 
activity structure appears to have enabled CIP to define its judgements on 
the essential staffing levels. An example is the plant breeding activity. 
The historical level reflecting only potato is four international staff (one 
senior and three scientific and supervisory); under the current plan four 
additional staff (all scientific and supervisory) would be added for sweet 
potato. Similar discussions on other aspects of the program led TAC to 
accept CIP’s overall judgement on the scale of activities needed to undertake 
the essential programs for the two commodities. 
’ 10. TAC discussed in depth UP’s Regional programs both in view of their 
size, a quarter of CIP’s total research allocation involving 18 international 
staff (10 senior and 8 scientific/supervisory), and their relationship to 
CIP’s network activities. CIP judges the regional programs essential while 
its network activities are part of the desirable program. TAC examined the 
nature of the regional programs in terms of their contribution to research 
and/or strengthening national programs or direct country level support. From 
CIP’s perspective the regional programs are an integral part of its research 
programs. They are the principal conduits to move CIP technology to the 
national level as well as a feedback mechanism for the headquarters research 
program. Finally, CIP also sees them as an important vehicle to strengthen 
netional programs. Country programs, on the other hand, considered to be a 
-5- 
desirable activity by CIP, serve a different purpose of direct participation 
in national research efforts. TAC recognized the unique nature of these 
programs and confirmed that the varying roles of these programs were well 
articulated in CIP’s strategy and acceptable as part of the essential 
programs. (Those wishing more information on the relationships of the 
regional programs to the research thrusts can find it in CIP’a annual report 
for 1986-87.) 
11. CIP’e programmatic delineation of essential and desirable activities 
is relatively sharp. Unlike most of the previous five-year programs (IFPRI, 
ISNAR, ILRAU and IBPGR) the distinction is mostly type and nature of the 
activity and not by scale. As mentioned above, country programs and networks 
in their entirety are proposed as desirable programs. The scale factor is 
applied only in the cases of exploratory research and commodity conversion/ 
utilization wherein CIP recognizes a portion as essential and the remainder 
as desirable. As in the other cases, TAC was satisfied with CIP’s judgement 
on the level considered essential, which is between one quarter and one-half 
of the total effort on these two activities. 
12. CIP has had active programs of collaboration with AVRUC, IPPRI and 
IBPGR. The newer aspect of relationships with sister CGIAR institutions is 
only in the case of CIP’s work on sweet potato. In this case the recent 
agreement by IITA to relinquish the leadership role to CIP and a clear under- 
standing between CIP and AVRDC pave the way for non-contentious collaboration 
between these institutions. As regards scientific institutions, both in the 
developed and developing world, CIP’s extensive use of contract research has 
laid the basis for active collaboration for some time. TAC endorses CIP’e 
continuing efforts to further enhance these active programs of collaboration. 
Financial Summary 
13. In aggregate terms TAC recommends for Group approval an essential 
program of work which is estimated to need a senior staff complement of 31 
and $18.9 million by 1992. An additional $3.7 million by 1992 are also 
endorsed mainly to undertake country support activities and operate the 
networks. In comparison to ongoing activities in 1988 at a level of 31 
senior positions and $17.7 million, this recommendation is for a real growth 
in funding (including capital needs) averaging 1.2% for 1989-92. The funding 
needs of the essential program remain constant in real terms with the 
exception of 1989. CIP seeks approval to replace its aircraft (para 15 
below) leading to a one-time expenditure in 1989. 
Tuahnioal point: In c?O?Ukting this ~8th~ TAC di8Uu888d the tOtat progrm 
of the oenter without an# d%8tination a8 to the 80u.r&3 of funding, i.e., oora 
and ep8aial projeats. The 1988 essential progrm of $15 mtttion 48 uxpeoted 
to be fhanued entirely aa "oore". 
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Coet Structure 
14. CIP’e cost structure is comparable to its sister commodity 
institutiona. Of a total staff complement of 622 in 1988, 87 or 15% are 
internationally recruited classified as 31 senior and 56 supervisory. By 
1992 CIP projects that staffing would increase by only two support staff. 
The unit cost per senior staff in the essential program is about $460,000 in 
1988 and projected to increase only elightly to $466,000 in 1988 dollars by 
1992. This is substantially higher than comparable unit costs at other 
commodity centers. However, this is due to a somewhat restrictive definition 
of senior staff at CIP and not higher compensation. Another factor is CIP’s 
eignificant use of external contracts, costs of which are included in the 
unit cost. These two factors together could justify the high unit coat as an 
efficient use of the senior scientist’s time in managing a research program. 
Capital Program 
15. CIP proposes a capital program of $3.2 million over the 1988-92 
period, over 80% of which is for purchasing new scientific and office 
equipment. An additional $1.0 million is also allocated for replacing 
exiatfng capital stock, while replacement of CIP aircraft is estimated to 
cost between Ql.S-$3.0 million after deducting resale of the existing 
aircraft. CIP identifies two itema in its desirable program -- $0.25 million 
each for building a biotechnology laboratory and a house for the director 
general. In view of CIP’s existing capital stock of about $10 million the 
proposed annual levels of additions and replacements, excluding aircraft, of 
8% of the capital stock are well within the general limits. 
Key Financial Elements 
16. Table 2 below summarizes the key elements for Group approval for 
each of the four years along with a 1988 reference column. output 
expectations are not listed here but can be found in the CIP document 
“1988-92 Program Plane and Funding Requirements” also being submitted to 
support this proposal. 
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Table 2: F&an&~ and Staffing Requiram8nte 11988-92) 
B88e?d&Zl p2'OgrCne 
Senior staff 
Rouihg (in $U) 
:of which 
Capitat 
DIsirczbt8 programs 
Ssnior staff 
hutding (in $M) 
:of which 
Cap&at 
Totat progrtms 
Senior staff 
Fund&g (Cn $MI 
:of whioh 
Capital 
Funding a?Kl?age8 
aver pr8viouo gsar t%) 
real 
rest exal. oapital 
pr6ae 
Stdfing change. 
ovarpreviou8year 
Inch&d in the 
above f@U'%8 fin $M) 
(a) Working aapitat 
additio?Z8 
(b) &mutative price 
proti8ion8 
(a) Inaome fran am 
8CUP008 
Plan 
is33 
Reamemiation 
IQ89 1980 lQQ1 lQQ3 - e m -- 
31 31 
15.05 18.18 
0.96 
0 0 
2.88 3.42 
0.00 
31 31 
17.72 21.59 
0.95 2.77 
2.52 
0.25 
11.0% 
1.9% 
10.0% 
0.0% 
31 31 31 
17.14 17.99 18.89 
0.84 0.84 0.84 
0 0 0 
3.49 3.38 3.89 
0.35 0.00 o.soo 
31 31 31 
! 
20.83 21.37 22,58 
0.99 0.84 0584 
-9.0% 
-0.8% 
5.0% 
0.0% 
-1.4% 
0.5% 
5.0% 
0.0% 
'0.8% 
0.8% 
5.0% 
0.0% 
0.13 0.09 0.09 0.09 
1.47 2.27 3.11 3.39 
0.20 0.20 0.20 0.20 
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section II 
International Board for Plant Genetic Resources (IBPGR) 
The International Board for Plant Genetio Reeource8 uu8 
established in 1974 to promote and coordinate an inter- 
nationat network of gen%t&? re8ource8 center8 to further the 
colteation, conservation, documentation, svaluation and uee 
of plant germplasm and thereby contribute to raising the 
eta&& of living and welfare of people throughout the 
world. IBPGR defines crop and geographic prioritiee for 
arresting genetio eroeion and work8 a8 a catalyet in 
organizing network activities to implement the prioritiee. 
In addition it ha8 a small in-house capacity to aonduat and 
st&?iulate research on topic8 such a8 crop diversity and seed 
physiology to 8erve a8 a world center of intellectual 
leadership in genetic re8ource8. It is based in Rome, Italy 
housed in the Food and Agriculture Organization of the 
Vnhd Nations. 
17. IBPGR presented a five-year program plan and its associated funding 
requirements to TAC during its June and October 1987 meetings. The presenta- 
tion included a discussion of IBPGR’s strategy and the program plans to 
execute the strategy in the quinquennuim 1989-93. After detailed discussion 
with IBPGR, TAC fully endorsed IBPGR’s proposal summarized below at its March 
1988 meeting. The proposal suggests that resource levels for the essential 
program remain constant in real terms during the 1989-93 planning period. 
18. In 1985 the Group and TAC examined IBPGR’s programs and strategy 
fully in context of the external reviews. The main policy recommendation of 
the program review was that the IBPGR should give a more scientific basis to 
its work. This required a mission-oriented tactical research capacity and a 
sufficiently knowledgeable staff to manage such a program of contract and 
grant research. The review panel also highlighted the unsatisfactory 
condition of many gene banks emphasizing the need to improve their quality, 
an important area of research for IBPGR. The management review focussed on 
the problems of a research institution with an independent board of trustees 
working under the rules and regulations of a large international organi- 
zation. The board, the review suggested, should be strengthened in order to 
be able to function as an independent board of trustees rather than a program 
committee. 
19. The Group concurred with these and other recommendations of the 
review including the proposal to set a CGIAR committee to go more deeply into 
the management issues. An initial two-year arrangement between the FAO and 
the IBPGR to resolve points of concern worked effectively. Thi 8 agreement 
has recently been renewed through 1990, but the FAO has raised the 
possibility of assessing administrative costs starting in 1989. As discussed 
further in para 33, the current proposal does not provide for such costs. 
These would be proposed to the Group once their magnitude and likelihood are 
better known. 
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20. The IBPGR has implemented most of the scientific recommendations of 
the reviews. A research capacity has been built up and a new organization 
structure implemented. TAC appruval of the pace of implementation and the 
overall value of IBPGR’s work is reflected in the annual budget 
recommendations since then. Similarly, donor approval continues to be 
strong. IBPGR programs have been fully financed during 1986 and 1987 without 
any contribution from the donor of last resort. Current indications for 1988 
appear to continue this trend. 
21. IBPGR’s research strategy is outlined in IBPGR’s draft long-term 
plan. It takes stock of accomplishments over a decade in IBPGR’s principal 
fields of competence - increased awareness of the problem of genetic 
erosion, a global network of genebanks to preserve genetic material, the 
establishment and implementation of collection priorities for genepools of 
all major crops and the training of over one thousand individuals for genetic 
conservation work. It then chart8 the new sets of priorities for the future 
-- a move away from general collection to selective collection of wild 
species, emphasis on better utilization of genetic material by comprehensive 
characterization of material, and research thrusts on genetic diversity, seed 
physiology and tissue culture. TAC has endorsed these priorities as a ‘basis 
for developing IBPGR’s research plan. 
22. IBPGR’s work program is executed through a large number of 
individual projects. IBPGR has put in place an administrative structure that 
closely matches its program structure. It ha8 three administrative units: 
field programs, research programs and so the administration group comprising 
publications/library, public affairs and budget. The overall program is 
organized around six scientific programs, training, administration and 
technical services. The six scientific programs are: 
- Global genetic resource network 
- Germplasm acquisition 
- Germplasm characterization and evaluation 
- In Vitro culture research 
- Genetic diversity research 
- Seed conservation research. 
23. IBPGR proposes to execute this program with resources growing 2% 
annually in real terms, and projects a staffing complement of 35 by 1992 
compared with 27 in 1988. Staff growth is divided between desirable an.d 
essential programs, but average costs per senior staff year are projected to 
decline, so that resources for the essential program stay at the same level 
throughout the period. The resource growth is entirely in the desirable 
program. Table 1 below illustrates. 
Aotivitg 
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Tabte 1: Costs (in 88$ MI of Major katitities - Selsated Years 
1989-82 
Avemge 
Annual 
I. R888Tltiat &JgMm 
Cottsation 
Conservation, 
ahamateriaation ami 
evatuation 
Reaearuh on aommvation 
and diversity 
&imn re8oura88 
Arbnini8tetiO?l 
Total 
II. Desirabte Progzwn 
Con843rvation, 
aharaateriaation and 
svatuation 
Reseamh on aonseruation 
and divereity 
Totat 
Total CO8t8 
(before oapitat 
and inftationl 
1888 1988 1992 Grouth(%) 
staff E!!tz-n stcsff 'EgjTT 
5.3 0.75 5.3 0.79 5.3 0.78 - 1% 
6.8 1.62 7.3 1.70 8.3 2.76 - 2% 
7.7 2.02 8.7 1.92 9.2 1.82 
1.1 0.65 1.2 0.60 2.1 0.60 
5.3 0.93 6.3 0.87 6.3 1.03 
26.0 5.97 28.5 5.87 32.0 5.88 4% 
1.0 0.54 1.0 0.33 1.0 0.42 
0.00 
1.0 0.54 
27.0 6.51 
2.0 0.19 2.0 0.43 
1.0 0.10 1.0 0.20 
3.0 0.62 4.0 1.05 
32.5 6.58 35.0 7.03 5% 
1% 
0% 
2% 
0% 
2% 
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24. The principal issues in TAC’s dialogue with IBPGR can be 
characterized as follows: 
(a) IBPGR’s role in the increased attention to resource conservation 
and management in CGIAR; 
(b) the appropriate division of labor between IBPGR and other CGIAR 
centers in plant genetic resource conservation and management; 
(cl an assessment of IBPGR’s prdgram approaches and the scale of 
resources required; 
(d) a judgement on components of IBPGR’s work considered to be 
essential for achieving the IBPGR objectives; 
(e) IBPGR’s leadership role in global measures for preventing genetic 
erosion and genetic conservation. 
25. As regards 24(a) TAC reconfirmed its earlier assessment that the CG 
spstem’a strong effort to conserve plant genetic resources is its primary 
contribution to the conservation and management of natural resources within 
the global research system. (In view of the system’s leadership role in this 
area, TAC and the centers are drafting a policy statement on plant genetic 
conservation and its value in preserving this natural heritage.) IBPGPR ’ a 
role in this area is central and should continue to receive high priority. 
In terms of resources, TAC reconfirmed its earlier judgement for a mod-erate 
increase for IBPGR, particularly research on major constraints to adequate 
conservation. 
26. IBPGR’s proposal on sharing the genetic conservation role of the 
system with sister CG institutions was considered responsive to the issues 
raised in the external review, particularly the suggestion to eliminat:e IBPGR 
financing of collections by other centers. IBPGR would identify the 
priorities and collection would be organized by the concerned center. For 
commodities outside of the CGIAR, IBPGR would take the lead role, although 
the actual collection would be contracted out. In response to 24(b), 
therefore, the judgement is that the current overall division of labor 
between IBPGR and other CG centers is appropriate and non-contentlous,J 
27. The three important research thrusts -- in vitro and seed 
conservation and genetic diversity -- are judged to define comprehensively 
the research problems in the plant genetic area. As in the cases of other 
CGIAR centers reviewed so far, the question of scale appears to be 
judgemental. IBPGR has suggested that in the research programs critical mass 
is the principal criterion for determining the size of each sub-program. 
Another element of the judgement involves the capacity of individuals to 
manage research contracts since IBPGR conducts most of its research 
internally. The proposed levels of the three non-research programa -- 
collection, characterization/evaluation and the global network -- derive from 
historical experience and IBPGR’s judgement on the appropriate size of an 
international effort. There are only minor changes over the five years in 
relative allocations. TAC accepted this judgement on the size and scale of 
the essential progrsm of work (issues 24(c) and (d)). 
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28. Among the issues related to genetic erosion and conservation which 
TAC discussed two are worth special notice here. One concerns the priorities 
for collection of species and the size of the collection required to ensure 
long-term conservation. It has been suggested that the goals of preservation 
can be achieved without necessarily collecting and keeping all the available 
varieties. If effective sampling methods could be worked out to define a 
representative universe of genetically distinct material for a given species, 
it might be possible to reduce slgnlflcantly the size of collections and the 
running costs of genebanks. IBPGR’s research on genetic diversity is 
focussed on this issue. 
29. The second issue concerns the total requirement for investment in 
plant genetic resource conservation and utilization, which at present seems 
to have no defined limits. From a CGIAR perspective, there are three levels 
of investment to consider. The first, the appropriate program size and 
strategy for the IBPGR, is addressed in this document. The second, how much 
should be done by the CGIAR as a whole, will arise in connection with the 
policy statement on this subject being considered by TAC and the centers, and 
is also concerned in the lndividual commodity center programs. The third, 
which is the total resource requirement from all sources, is the concern of 
many others besides the CGIAR, although the IBPGR and the commodity centers 
can help reduce that requirement, and also help to define it through their 
research programs. 
Financial Summary 
30. In aggregate terms TAC recommends for Group approval an essential 
program of work which is estimated to need a senior staff complement of 31 
and $7.5 million by 1993. Relative to ongoing activities in 1988 at a level 
of 26 senior positions and $5.9 mlllion, this recommendation is for a growth 
of five senior positions and no growth in real terms in expenditures during 
the planning period. Four additional positions and $1.34 million by 1993 are 
also endorsed to undertake additional priority research and training 
activities as funds become available. 
TeahniaaZ point: In aonduating this review TAC dieaus8ed the totai! program 
of the aenter without any distinution as to the source of fund&g, i.e. core 
and speaiat proieats. The 1988 essential program of $5.8 million is expected 
to be- ful ty finanaed as 
Cost Structure 
naorBn. 
31. The nature of IBPGR’s business 
country has resulted in a different cost 
institutions, i.e. IBPGR does not manage 
and its location in a developed 
structure than its sister conanodity 
real estate nor does it have a large 
support staff (17 in 1988 rising to 22 by 1993). The unit cost per senior 
staff position in 1988 is about $240,000 which will decrease to about 
$200,000 in 1988 dollars by 1993. IBPGR does not have a capital program. 
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32. There are two reasons for the decrease in unit costs. As part of 
the planning process, the IBPGR has decided to replace a portion of its work 
done by consultants with its own staff. This results in a cost reduction 
since at present the IBPGR salary levels set within the FAO/UN structure are 
well below the consultant costs which reflect market demand and supply of 
skills. The second element is a decision by IBPGR to hire relatively younger 
and therefore less costly scientists mainly for its desirable programs. Both 
factors reduce unit costs directly while the first further reduces the 
average cost by increasing the total number of senior staffyears in the unit 
cost equation. 
33. A point to keep in mind is the recent FAO decision to assess 
administrative costs starting in 1989. Another factor is the current 
constraints on space in the FAO which may require acquisition of commercial 
office space by IBPGR. Both these factors could increase the currently 
forecast costs of the operation of the IBPGR. A possibility for further cost 
increases in later years of the approval period might be the inability of FAO 
to renew in 1990 the current arrangements for housing the IBPGR, forcing 
establishment of an independent organizational entity. None of these factors 
are considered in the current proposal. 
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Key Financial Elements 
34. Table 2 bePaw summarizes the key elements for Group approval for 
each of the five years along with a 1988 reference column. output 
expectations are not listed here but can be found in the IBPGR document 
“1989-93 Program Plans and Funding Requirements” being submitted to support 
these proposals. 
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Table 2: Fhanuial and Staff&g Requdrmmte (1888-$3) 
Plan ReaomendiztCon 
ma 1880 1980 1881 1882 1993 - - - - - 
~888Tltiat p2'Ogl'iZm% 
Senior etqff 
Funding (tn $MJ 
Desirabte progzwne 
Senior %t&ff 
Jbndhtg (in $MJ 
Totat pxwgrame 
s%?dOr Stclff 
Rcndbg (tn $MJ 
Ru&ng ahanges 
OVSb pNV4OU8 @?CW I%) 
real 
prtae 
Inatuded in the 
above f+QW'88 f4n $M) 
faJ Cap&d 008t8 
(bJ wo&4WgC~t 
ia) CunulatCve prtae 
p2'0V68h8 
Id) Inaome fran am 
emra88 
26 29 
5.87 6.15 
1 4 
0.54 0.65 
27 33 
6.41 6.80 
1.0% 
5.0% 
0.00 0.00 0.00 0.00 
0.00 0.05 0.00 0.03 
0.30 0.62 0.84 1.28 
0.11 0.11 0.12 0.12 
32 31 31 32 
6.47 6.79 7.14 7.50 
4 4 4 4 
0.78 0.93 1.12 2.34 
35 35 35 35 
7.25 7.73 8.26 8.84 
1.5% 
5.0% 
1.5% 
5.0% 
1.8% 
5.0% 
2.0% 
5.0% 
0.00 
0.03 
1.65 
0.13 
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Consultative Group Meeting 
October 26-30, 1987 
Washington, D.C. 
MAIN CONCLUSIONS REACHED AND DECISIONS TAKEN 
Consultative GrouD Meeting 
October 26-30, 1987 
Washington, D.C. 
MAIN CONCLUSIONS REACHED AND DECISIONS TAKEN 
The Consultative Group on International Agricultural Research 
(CGIAR) held its annual centers week meeting from October 26 through 
October 30, 1987 at the International Monetary Fund Auditorium in 
Washing ton, D. C. One of the items discussed at the meeting was the “Approval 
of Medium-Term Programs” (Agenda Item 6). Below are excerpts from the Main 
Conclusions Reached and Decisions Taken paper issued by the CGIAR secrexat 
on November 18, 1987. 
Approval of Medium-Term Programs - Agenda Item 6 
18. Mr. Alexander McCalla noted that group consideration of this; item 
marked the formal initiation of the new allocation process. Since the early 
1980s TAC had been heavily involved in the annual budget process which 
focussed on marginal adjustments thereby constraining exercise of TAC’s 
scientif fc judgment. Dissatisfaction with this situation had generated 
extensive discussions in the system, which have led to designing a new 
process for reviewing programs and allocating resources on a five-year cycle. 
19. The five year process had three components: 
center programs were reviewed in context of CG-approved priorities 
using a common classification for activities. 
total center programs were reviewed regardless the source of 
funds. Components considered essential to the center’s mandate and 
for which the center had a special advantage and components 
considered desirable for CG support were separately ldentifled. 
TAC did not wish to use the funding terms core and special projects 
in these reviews so as to emphasize the scientific basis of the 
process. 
the process was not supply driven, that is it did not assume a 
level of funding. 
20. Mr. McCalla noted this process appeared to be allowing TAC to use 
its comparative advantage in making scientific judgments. The three 
proposals that were on the agenda at this meeting had been developed after 
very constructive discussions with the centers concerned. He looked forward 
to discussions with CIP, IBPGR and two additional centers in March 1988, four 
others in June 1988 with discussions with the remaining two CIMMYT and ICARDA 
following their EPRs next year. He fully expected that at the conclusion of 
the process TAC and the CGIAR would have a much better notion of the 
comprehensive and integrated programs of work of the thirteen centers. 
I 
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Approval of Medium-Term Program for IFPRI - Agenda Item 6 continued 
21. Mr. de Zeeuw, chair of IFPRI’s board of trustees, noted that the 
policy environment was a critical element in ensuring that technological 
advances in agriculture were fully utilized. The dynamic nature of the 
environment meant that IFPRI research must continually evolve in response to 
changing world food situation. As an example, the current situation of huge 
food surpluses in developed countries moving through trade to developing 
countries poses interesting research challenges to develop policy options to 
use this abundance for the long-term development of the poor importing 
countries. Mr. de Zeeuw ended his introduction by remarking that in its 
first decade of existence IFPRI had concentrated on building a very competent 
research staff. Now that this is in place the next challenge is 
strengthening IFPRI’s collaboration, the key to sustainable food policy 
research. 
22. Mr. Mellor, director of IFPRI, echoed Mr. McCalla’s satisfaction 
with the new process. A high proportion of the institute’s time had gone 
into delineating the longer term research program, the substance of research, 
and how that was divided up among the various sectors. 
23. IFPRI’s five-year program of work highlighted the significant 
expansion being launched in collaborative activities with national systems as 
well as other centers. Mr. Mellor cited four examples of existing 
collaborative relationships (Argentina, Bangladesh, Zambia and Senegal/Cote 
d’Ivoire). The key factor to keep in mind was that unlike commodity 
research, an outside institution could not substitute for national 
institutions doing their own policy research. 
24. There were several important points to keep in mind when 
considering IFPRI’s proposal. A large proportion of IFPRI’s program involved 
field collection of data at the household and the farm family level not 
available in the normal macro statistical compilations elsewhere. These 
databases were then pyramided up to provide the factual information needed 
for policy determination. This meant that IFPRI could not operate in any 
country without the full cooperation of the national institutions. The 
cooperating institutions were not always the ministries of agriculture but 
more often universities or special purpose institutions for policy research. 
Generation from these projects of information seen as useful by policy makers 
strengthened these national institutions with IFPRI serving as a role model. 
25. Mr. Hopper reminded the Group of the actions required on IFPRI’s 
proposal as approved and recommended by TAC. He drew a parallel between the 
US budget process by which the US Congress authorized multi-year programs and 
separately provided the funds through annual appropriations. While the 
funding would continue to be provided annually, the task today was to give an 
authorization for IFPRI to proceed with an essential program which would need 
37 senior positions and $10.4 million by 1992. Including a further desirable 
program of one position and $0.7 million, this represented a growth of 5 
percent in real terms annually, starting from the current level of 35 
posit-ions and $7.4 million (details are given in document no. 1(X/87/6). 
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P* Several speakers commented on the comprehensiveness of the 
presentation. It was also noted that IFPRI now seemed ready to tackle 
difficult issues such as land tenure. The representative from Zambia 
explained the perspective from which his government found the collaboration 
fruitful. Collaboration with the institute for rural studies avoided 
disruptions from staff movements within the ministry of agriculture which 
tended to hamper the building of institutional capacity in the policy areas. 
Several speakers asked for clarification on the manner in which IFPRI chose a 
collaborator, and the criteria used. 
27. Questions about budgets and funding were raised on two levels. 
Concerns were expressed about the adequacy of the IFPRI budget to fulfill the 
expectations of the Group , and about the risk that special project funding 
might distort agreed priorities. A second set of questions dealt with 
actions that would be needed on a systemwide basis when dealing with funding 
shortfalls and the extent to which the TAC decisions on IFPRI reflected the 
overall CG priorities agreed earlier. 
28. Mr. Mellor agreed that project financing posed a risk to the 
execution of the approved programs. To the extent these activities were 
financed as projects by donors, rather than with unrestricted funds, it was 
inevitable that biases would arise in terms of selection of countries to work 
in. This was not serious at present but to be noted for the future. Now 
that IFPRI had established a reputation for scientific quality IFPRI did feel 
more comfortable addressing difficult policy issues. Mr. Mellor stressed _ 
that IFPRI needed to do more in many other areas such as role of women and 
sensitive socio-economic issues. He looked forward to further interactions 
on these subjects with donors. Mr. Mellor expressed satisfaction that 
judging from the Zambian response IFPRI seemed to be taking the right 
approach to collaboration. Various other measures, such as developing 
country participation on IFPRI’s boards and staff, ensured that IFPRI 
benefitted from the interactions with client countries, and developed 
relations and equality with its collaborators. 
29. Mr. McCalla briefly addressed the systemwide ‘concerns. In the 
event of funding shortfalls in the future, TAC would not expect to be 
involved in any rationing of funds. Once TAC and the Group agreed on 
essential programs of individual centers, the center was the best judge of 
where adjustments would be made if funding was less than expected. At the 
level of the system, funding was less than the approved levels, the re:source 
adjustment would apply equally across all centers. The question of how 
priorities were being implemented in reviewing individual center programs was 
deferred till after the discussion of all three centers. 
30. Mr. Hopper concluded the discussion by stating that based on the 
discussions the Group had endorsed the five-year proposal by IFPRI 
recommended by TAC. 
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Approval of Medium-Term Program for ISNAR - Agenda Item 6 continued 
31. Mr. Carsalade, chair of ISNAR’s board of trustees, revisited the 
process by which ISNAR came into being in 1980. The two principles which led 
to the creation of ISNAR were that the dissemination of technology should be 
undertaken by national systems themselves, and that the international 
community should promote these national systems and their leadership. Last 
year the Group discussed the recommendations and findings of the external 
reviews of ISNAR. The execution of the original concept was found 
appropriate and ISNAR was fully accepted in the family of international 
centers. Mr. Carsalade then briefly outlined several fundamental 
characteristics of ISNAR: programs of research, training and direct services 
to national systems were fully integrated; ISNAR was independent and not 
beholden to any single interest group; and finally, ISNAR was an open 
institution. 
32. Mr. von der Osten, director general of ISNAR, outlined the context 
in which ISNAR works. The global system of agriculture was now well 
established and so whre the developmental benefits arising from technological 
progress in agriculture. The national systems played a pivotal role in 
ensuring that these technological progresses were applied to increase 
agricultural output. The CG system’s response was at several levels: 
generating new technologies; providing training to complement the technology 
generation; and finally directly assisting institution-building. Mr. von der 
Osten then briefly reviewed the overall needs of the national systems in 
building strong institutions. He outlined the methodology used by ISNAR to 
develop its responses by conducting relevant research and providing training 
and advisory services. This was illustrated by examples of ISNAR’s work in 
the area of long-term planning and research management. 
33. Key problem areas included the difficulties faced by national 
systems in retaining staff and providing adequate operating funds to the 
working scientists. Mr. von der Osten underlined the ambitious nature of 
ISNAR’s programs which he believed was an appropriate response to the 
substantial demand for ISNAR’s services. This had been recognized in the 
CGIAR priorities and ISNAR had attempted to draw a reasonable balance between 
these expectations and what ISNAR believed to be the right structure and size 
for itself. 
34. Mr. Hopper reminded the Group of the actions required on ISNAR’s 
proposal. While the funding would continue to be provided annually, the task 
today was to provide an authorization for ISNAR to proceed with an essential 
program which would need 34 senior positions and $9.2 million by 1992. 
Including a further desirable program of 15 positions and $4.4 million, this 
represented a growth of 11 percent in real terms annually starting from the 
current level of 33 positions and $7.1 million. 
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35. Uany speskers appreciated the clarity of ISNAR’s five-year progrti 
in linking the overall goals and objectives to a plan of implementatfon~ 
Speakers encouraged other centers to keep this in mind when presenting their 
five-year programs in the future. Several speakers asked for clarif icatioa 
on the balance between research and service progrsms. While some felt 
research was graving too rapidly others felt that was very necessary. 
Several raised the question of relative balance axong various CC actiritier 
and the implications of approving medium terx center programs one by one. 
36. The Group seemed to agree that ISNAR was operating at a relatively 
new frontier using a young knowledge base on the subject of inetitution- 
building. While it would not be desirable that ISNAR offer a single recipe 
to all countries, it would be equally undesirable to use a purely ad-hoc 
approach. Several speakers asked about the collaboration that existed 
between ISNAR and other CG centers including IFPRI on issues such as on-farm 
research and policy analysis. Speakers also seemed to agree on the 
difficulty the Group faced in evaluating ISNAR’s impact. CoPrmente wers made 
on explicitly recognizing the role of private sector. One speaker raised the 
issue of the role ISNAR should play in coordinating donor efforts when 
dealing with country systems. He felt that ISNAR could,play a stronger role 
in mobilizing external resources for strengthening nations1 systems. Another 
speaker underlined the need to take into account the role of other actors 
such as bilateral aid agencies in this endeavor. A speaker asked to be 
reassured that ISNAR’s presence in the form of country advisors would not 
lead to coqtinued dependence on expatriate assistance. Several speaksrs- 
wondered whether the donors themselves could find any uniformity in their am 
research structures as a basis to advise the developing countries on an 
appropriate stmcture. 
37. Mr. von der Osten reiterated that ISNAR needed a strong applied 
research base from which it could provide specific assistance to countries. 
The grwth in research effort did not mean more research staff per se since 
all ISNAR staff participatsd in the research program. All staff outposted by 
ISNAR were considered ISNAR staff and fully participated in internal revisws 
and similar activities. This should reduce the dauger that they could becms 
pemanent fixtures in the national systems. ISNAR had used an average to 
develop its resource needs per country engaged, but in fact the level varisd 
significantly from country to country. On the question of resource 
mobilization and donor coordination Mr. von der Osten stated that while he 
agreed with the objectives, ISNAR felt it could be more valuable if it workad 
from within the national systems as agaiust taking a prominent external 
role. Rs ended his remarks by pointing to specific areas in which ISMR had 
strengths and areas where ISNAR depended on others, including other CC, 
institutions. 
38. Mr. Hopper concluded the discussion b stating that based am the 
discussions ths Group had endorsed ths five year proposal by ISNAR, as’ 
recommsuded by TAC. 
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Approval of Medium-Term Program for ILRAD - Agenda Item 6 continued 
39. Mr. Hans Jahnke, chair of the ILRAD board, noted that ILRAD had an 
African mandate and was a specialized institution working on tick-borne and 
tsetse-borne livestock diseases. The relevance of its work was underlined by 
the fact that these diseases had shaped and constrained the development of 
African agriculture for thousands of years. He highlighted the crucial role 
livestock played beyond meat and milk in African agriculture and the dearth 
success stories about livestock developments in Africa. Despite its high- 
tech nature, ILRAD’s research was being done in Africa. 
40. Mr. Gray, director general of ILRAD, reminded the Group that last 
year ILRAD had presented to the Group its research strategies for the next 
decade. ILRAD remains committed to develop economically sound improved 
measures for controlling the two livestock diseases-bovine theileriosis and 
trypanosomiasis. These diseases cause major losses across the African 
continent. ILRAD continues to operate within the context of its ten year 
plan published in 1984 with some modifications relating to trypanosomiasis 
and the addition of a new socio-economic program since last year. 
41. Mr. Gray said that expected outputs included the development of 
specific diagnostic tests for trypanosomiasis as well as more efficient use 
of trypanotolerant varieties of livestock in African farming leading to 
better land use* He outlined plans to put in practice in three countries the 
infection and treatment method of cattle immunization against theileriosis as 
well as continued work on developing vaccines using advanced biological 
techniques for both diseases. Socio-economic work was important to identify 
factors governing successful application of improved control measures. 
ILRAD’s training program was now poised for a significant push as facilities 
were completed. He described three examples of collaborative research 
involving ILRAD, national governments, and other institutions such as ILCA, 
FAO and International Atomic Energy Agency (IAEA). He underlined ILRAD’s 
agreement to come to TAC for further discussions before undertaking work on 
other diseases. ILRAD had found the five-year process very useful and 
relevant from the perspective of research scientists. 
42. Mr. Hopper reminded the Group of the actions required on ILRAD’s 
proposal. While the funding would continue to be provided annually, the task 
was to provide an authorization for ILRAD to proceed with an essential 
program which would need 62 senior positions and $15.9 million by 1992. 
Including a further desirable program of 4 positions and $1.2 million, this 
represented a growth of 3 percent in real terms annually starting from the 
current level of 62 positions and $13 million. 
43. Many speakers complimented the presentation by Mr. Gray for its 
clarity and simplicity in dealing with a complex set of advanced scientific 
programs. One of the basic questions for the Group when dealing with 
problems such as those being researched by ILRAD was to decide at what point 
a scientific gamble should be declared to have been lost. While several 
speakers endorsed the importance of ILRAD’s socio-economic program, some 
suggested that this could be better addressed through collaboration with 
other institutions. 
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44. Several speakers asked about the extent of collaboration between 
ILHAD and other institutions where research has been underway,for many years 
on similar animal diseases. A related question was the extent of 
collaboration between ILHAD and ICIPE. One speaker asked whether ILHAD had 
thought about the potential environmental impact of disease control in view 
of the conventional wisdom that the existence of these diseases had protected 
African flora and fauna. Finally questions were raised as to the role of 
private sector in ILHAD’s work. 
45. Mr. Gray said that ILHAD was working on difficult problems, but was 
not taking a wild or hopeless gamble. Progress on theileriosis was going 
quite fast. The trypanosomiasis program had been broadened a bit to take 
care of possible lack of success on a straight vaccine approach. To those 
who wondered if N’Dama cattle were of much value, he said that with proper 
diet they could grow large and work well. ILHAD was collaborating with many 
other institutions: for example with ICIPE (“if the parasite stays in the 
insect it is theirs; when the parasite gets into the cow it is ours,“), with 
the International Trypanotolerance Center in the Gambia, with numerous 
universities in Africa and elsewhere, with other centers, and with the FAO. 
46. Mr. Gray stated that the question of environmental impact was very 
relevant and at the same time very controversial. ILHAD could not deny 
improved measures to the governments when they became available. At the same 
time ILHAD was also working with various groups to ensure that the damage 
could be anticipated and steps taken to prevent it. He defended the 
socio-economic program at ILHAD as a unique opportunity for biological <and 
social scientists to work together on the impact question. Mr. Gray also 
clarified ILRAD’s training policies as well as the way in which ILHAD 
addressed the question of the role of women in its work. He said the private 
sector was playing a role in ILHAD’s work and would become more importatnt 
once a vaccine was developed. 
47. Mr. Hopper concluded the discussions by stating that based on the 
discussions the Group had endorsed the five-year proposal by ILHAD, and 
recommended by TAC. 
Approval of Medium-Term Programs, concluded - Agenda Item 6 
48. Mr. Hopper asked Mr. McCalla to respond to questions that had been 
raised through the three discussions of five-year programs. Mr. McCalla 
agreed with the observation of several donors that it would have been ideal 
to deal with all thirteen centers at one time to ensure that a clear picture 
of priorities would emerge. Although this was not feasible, a special effort 
was being made to move expeditiously within a reasonable period of time. He 
pointed out the role these five year programs would play in the future when 
assembling a systemwide perspective of priorities. The cross center 
questions would become very important as the process moved to the large 
centers, and he hoped that TAC would meet this challenge. He reiterated that 
it was not the intention to straight jacket a center. TAC, the centers and 
importantly the Group, needed to be working together on the question of 
setting priorities and providing funding and this appeared to be a reae:onable 
mechanism to do so. 
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Section I 
Introduction 
1. The inadequacy of the annual program and budget reviews as a means 
of implementing the priorities and strategies of the CGIAR has been 
recognized for some time. For the past several years TAC, the centers and 
the CG secretariat have worked together to replace the annual reviews with a 
longelcterm and more focussed process. This is accomplished by changing the 
review horizon from annual to multi-year, explicitly recognizing the 
multi-year horizon in conducting agricultural research activities, and 
reviewing the totality of center activities instead of marginal changes. A 
paper was made available at ICW86 (A progress report on the resource 
allocation process - October 1986) which outlined a methodology of evaluation 
to support the change to a medium-term or five-year process replacing the 
annual reviews, and discussed some of the issues involved. 
2. It has been accepted from the start that this system of five-year 
approvals is limited to the allocation reviews and does not require financial 
commitments by individual donors for five years. Centers will continue to 
seek funding from the donors annually, although this will be done within the 
approved five-year framework. In May 1987 the Group endorsed the proposal to 
replace the annual review process with a medium-term allocation process. 
3. The new process is being implemented in stages since it is not 
possible for TAC or the Group to review all 13 centers at one meeting,, It is 
intended, however, to move to the new system expeditiously making reasonable 
exceptions to the envisaged linkage between the allocation reviews and 
external program and management reviews. The objective is to have 
medium-term programs for all centers approved by the completion of the 
mid-term meeting of the Group in May 1989. Timing for individual centers 
takes account their own schedules for internal planning and schedules for 
external program and management reviews for the next 18 months. 
Important Aspects of New Process 
4. The new allocation process includes several features designed to 
strengthen its role in implementing strategies. Some of these features are 
discussed below: 
(a) TAC and the concerned center have a series of in-depth discussions 
on the proposed research strategy of the center. 
(b) This is followed by a presentation by the center of its five year 
program plan and financial and staffing requirements prepared without a 
pre-determined financial limitation. 
(c) All center activities (both core and special projects) are included 
in center presentations to TAC and TAC's recommendations to the Group 
encom$ass the totality of center programs. As significant changes occur in 
center progrcrm in the five-year period 1988-92, centers will seek TAC's views 
on the proposed change and, if necessary, TAC will make new recommendations 
to the Group. (Please also refer to paragraph 7 below.) 
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(d) For each center TAC has selected activities essential or critical to 
fulfill the mission of the IARC and also identified activities termed as 
desirable dealing with other priority work of the center. The two together 
form the overall program plan recommendation for the center. TAC has also 
reviewed the changes that are projected each year and recommended resource 
requirements for each of the five years. The requirements of the program 
plan are proposed in terms of both funding and staffing. 
Implications for Funding Definitions 
5. In order to assess the essential or critical activities objectively 
it is necessary to delink the current definitions of funding source (core and 
special projects) from the program definitions ('essential and desirable). 
Consequently, the essential program of work can include activities for which 
funds are currently provided from "special" projects, and the desirable 
program can be currently supported from "core" funds. It is hoped that over 
a period of time essential programs will be financed largely from the 
relatively secure and less restricted funding which has been associated with 
the term core funding. 
Financial Standards 
6. The review and discussion process concentrates on program and 
strategy issues rather than purely financial matters. However, this is not 
being done at the cost of reducing the financial discipline since centers are 
increasingly using a consistent financial framework in managing their 
finances which will make their budgets easier to understand and compare. The 
CG secretariat continues to advise centers in presenting their proposals and 
works with the centers to review budgetary and financial assumptions used in 
building up financial requirements. 
Annual Funding 
7. Once the recommendations are approved by the Group, TAC will not 
review the center program plans and financial needs in the intervening years 
unless significant changes were being made in the approved programs. These 
could take the form, for example, of major shifts in the direction of 
essential research resulting from new scientific discoveries, or additional 
desirable activities such as new cooperative relationships with individual 
national systems. In the intervening period TAC will continue to monitor 
informally work done at centers. The CG secretariat will continue to 
interact with centers as regards the validity of the financial assumptions 
such as exchange and inflation rates, availability of donor financing, etc. 
The CG secretariat will also assist the centers in determining whether they 
need to seek TAC views as program changes occur. Finally, the CG secretariat 
will also continue its role in coordinating presentation of annual funding 
requirements to the CGUR. 
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Section II 
International Food Policy Research Institute 
The International Food Policy Research Institute wa8 
established in 1975 to identify and analyze alternative 
national and international strategies and policiee for 
meeting food need8 of the developing world. It conduct8 
research on the world food problem through an integrated 
approach examining the interrelationships of technological 
change, agricultural growth, overall economic gxwth and 
8ocial welfare. It is baeed in Washington D.C., USA. 
5. IFPRI presented a five-year program plan and its associated funding 
requirements to TAC during its March and June 1987 meetings. The 
presentation included a discussion of IFPRI's strategy and the program plans 
to execute the strategy in the quinquennuim 1988-92. After several rounds of 
discussion with IFPRI, TAC has fully endorsed IFPRI's proposal summarized 
below. 
6. In 1984 the Group and TAC examined IFPRI's programs and strategy 
fully in context of the external reviews. Over the past several years IFPRI 
has been implementing the recommendations of the reviews. TAC approval with 
the pace of implementation and the overall value of IFPRI's work is reflected 
in the annual budget reconxnendations since then. Similarly, donor approval 
can also be seen to be reflected in the increasing financial support extended 
to IFPRI during this period. 
7. IFPRI's research strategy grows out of the evolving global food 
situation and the need for new knowledge to guide policy. The rapid changes 
in the food environment require that the strategy be dynamic. To do so IFPRI 
uses a set of concerns or observations about food and hunger to develop its 
research priorities. Reflecting the changed world circumstances since 1984, 
IFPRI has reformulated the set of concerns discussed at the time of the 
external reviews. This reformulation now emphasizes employment and income 
aspects of agricultural production and the alleviation of poverty. It also 
recognizes the important dimension of changes in trade patterns and its 
impact on comparative advantages of production. Finally, Africa is 
Identified as a priority region for increased analysis of labor productivity 
and other factors. TAC has endorsed the validity of these driving forces for 
developing IFPRI's research agenda. 
8. IFPRI's five-year program is designed to implement the above 
strategy. One of the more significant features of the program is the 
substantial investment proposed in collaborative activities. While IFPRI's 
major research programs will continue to evolve within a constant resource 
base in real terms, by 1992 IFPRI will have launched a significant expansion 
in its collaborative activities both with developing country institutions and 
sister IARCs. IFPRI does not have a separate program of training and 
considers that the collaborative program itself is the most effective means 
for appropriate training. 
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9. Administratively, IFPRI uses a departmental structure, the 
departments of production, consumption and nutrition, trade, growth linkages, 
data evaluation and administration. However, the research programs are 
managed in terms of the following areas [or activities]: 
- development strategy 
- technology policy 
- poverty alleviation. 
In turn these areas are also periodically reviewed in the context of two 
cross-cutting subjects: African food problems and food aid. Collaboration, 
information and administration are the other programs as shown in the table 
below. ! 
International Food Policy Research Institute 
Table 1: Cost8 (in 87$ M) of Major Aativities - Seteoted Year8 
A&iv&g 
I. E88ential Progrwn 
Devetopent Strategy 
Teahnology poliq 
Poverty Alleviation 
Cottczboration 
mfomation 
AcMniotzwtion 
Total 
II. Deeimb~e Progmm 
Coltabomtion 
TotaZ ~%2Wtio?UZt 008t8 
1888-82 
Roe page 
Annuat 
1887 1888 1882 Gmwth(%) 
‘Eijy7ni~33iipTmStaff$M 
11 
12 
7 
5 
35 
35 
1.28 10 1.27 10 1.31 
1.50 13 1.68 13 1.62 
0.83 7 0.86 7 0.89 
0.67 0.81 2 1.61 
0.77 0.82 0.82 
2.20 5 2.33 5 2.33 
7.26 35 7.77 37 8.57 1% 
7.26 35 
0.10 1 0.70 
7.87 38 8.27 2% 
3% 
5% 
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10. The principal issues in TAC's examination and dialogue with IPPRI 
can be characterized as follows: 
(a) IFPRI's role in TAC recommendations for an expanded role of food 
policy analysis in CGIAR expressed in the document CGIAR priorities and1 
strategies; 
(b) the appropriate division of labor between IFPRI and other CGIAR 
centers in undertaking policy work; 
(c) an assessment of IFPRI's program approaches and the scale of 
resources required; 
(d) a judgement on components of IFPRI's work essential for achieving 
the IFPRI objectives; 
(e) IFPRI's role in strengthening national capacities by training and 
collaboration with national researchers and institutions from developing 
countries; 
(f) IFPRI's own assessment for stronger collaboration with sister 
institutions in the CGIAR. 
11. As regards 10(a) TAC reconfirmed its earlier assessment that 
research on policy Issues concerning food production should continue to 
expand. Clearer understanding of the policy implication8 of the dynamic 
conditions prevailing in world food production and consumption and issues 
such as measures for poverty alleviation and low productivity of labor is 
essential. And IFPRI as the principal CGIAR institution dealing with these 
policy Issues has a leading role. It is, therefore, consistent for IFPRI to 
propose expansion to respond to CGIAR priorities and strategies. Policy 
research In other CGIAR institutions is more commodity specific complementing 
IFPRI's own work in the activity described as Technology Policy. 
Consequently, in response to 10(b) the judgement is that the current overall 
division of labor between IFPRI and other CG center8 appears about right. 
12. IFPRI proposes to maintain it8 total level of resources for its 
three major research program8 over the quinquennuim. IFPRI considers this 
total essential. It is IFPRI's judgement that if this redefinition is 
accepted, then the overall eize of.these three programs (including portions 
financed by both core and special projects) is appropriate for the next five 
years without any further expansion. TAC accepts this judgement on the size 
and scale of this component of the essential program of work (Issues 10(c) 
and (a)). 
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13. IFPRI has proposed a threefold expansion in its collaborative 
activities with developing countries. The element8 of this are: expanding 
the number of visiting researcher8 and further strengthening its current 
program of policy seminars. To increase collaboration with other CG centers 
IFPRI also proposes to post IFPRI scientists to other institutions. About 
two-thirds of this expansion is deemed essential for meeting the institute's 
objective while one-third could be considered desirable. This distinction 
reflects a cautious approach to implementing this initiative rather than an 
ultimate judgement on the relative priority of collaboration. TAC strongly 
endorses the collaboration plan a8 an essential part of IFPRI's work and 
accepts IFPRI'S judgement on the split between desirable and essential 
(Issue8 10(c) through (f)). 
Financial Summary 
14. In aggregate terms TAC recommends for Group approval an essential 
program of work which is estimated to need a senior staff complement of 37 
and $10.4 million by 1992. An additional position and $0.7 million by 1992 
are also endorsed to undertake new priority collaborative activities as fund8 
become available. In comparison to ongoing activities in 1987 at a level of 
35 senior positions and $7.4 million this recommendation is for a real growth 
in expenditure8 for 1988-92 averaging 5% per year. 
Teahnioat point: In conddcting this retie&? TAC discussed the totat program 
of the oenter oithout any distinction a8 to the 8ource of funding, i.e. oore 
and 8pedat pPojsct8. The 1887 program of $7.4 mii?Zion is expected to be 
f&anoed $5.4 million a8 “core” and $2 n6ttion a8 N8pecialN. 
Cost Structure 
15. The nature of IFPRI'8 business and Pts location in a developed 
country has resulted in a different cost structure than its sister commodity 
institutions, i.e. IFPRI does not manage a lot of real estate nor does it 
have a large support staff (74 in 1987 rising to 84 by 1992). The unit cost 
per senior staff position in 1987 is about $200,000 which will increase to 
about $240,000 in 1987 dollars by 1992. IFPRI has a modest capital program, 
mainly office equipment and computers, to increase the productivity of it8 
staff, which also rise8 to $140,000 in 1988 from the 1987 level of $70,000 
but then stays at that level throughout the period. There are two reasons 
for the increase in the unit co8t: in the first instance, based on a review 
conducted when preparing the five-year program, IFPRI has proposed increasing 
the operating funds available to each senior researcher. Most of this occurs 
in 1988. The second component is the significant expansion in collaborative 
activities discussed earlier in paragraphs 8 and 13, which grow throughout 
the period. 
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Key Financial Elements 
16. Table 2 
each of the five 
expectations are 
"1988-92 Program 
Group approval. 
belcm 
year8 
summarizes the key elements for Group approval for 
along with a 1987 reference column. output 
not listed here but can be found in the IFPRI document 
plan and funding requirements" also being submitted for 
International Food Policy Research Institute 
Table 2: Finanaial and Staffing Requirement8 (1888-82) 
Plan Recommendation 
1987 1988 1989 1990 1991 1992 ------ 
Essential program 
Senior staff 35 35 36 36 37 37 
Funding (in $M) 7.38 8.30 9.00 9.34 9.97 10.40 
Desirable programs 
Senior staff 
Funding (in $M) 
Total program 
Senior staff 35 39 43 44 47 48 
Funding (in $M) 7.38 9.43 13.00 15.41 17.12 18.92 
Funding changes over 
previous year (%) 
rsaZ 
price 
Included in the 
above figures (in $M) 
(al Capital cost8 
(b) Working capital 
addit ions 
(c) Cwnutative price 
price povisions 
(d) Income from own 
sources 
0 4 7 8 10 11 
0 1.13 4.00 6.07 7.15 8.51 
23.4% 34.2% 14.4% 7.9% 7.1% 
3.5% 3.5% 3.5% 3.5% 3.5% 
0.18 0.11 0.08 0.06 0.08 
0.1 0.1 0.1 a.1 0.1 
0.32 0.77 1.42 2.02 2.74 
0.09 0.09 0.09 0.09 0.09 
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Section III 
International Laboratory for Research on Animal Diseases 
The International Laboratory for Research on Animal 
Diseases was established in 1973 to serve a8 a world center 
for research on ways and meana of conquering, as quickly ae 
possible, major animal disease8 which ser&n.ialy limit 
livestock industries in Africa and in many other parts of the 
world. ILRAD currently concentrates on intensive research 
oonoerning i~nological and related aspects of oontrolling 
trypano8omia8i8 and theiteriosis. It is based in Nairobi, 
Kenya. 
17. ILRAD presented a five-year program plan and its associated funding 
requirements to TAC during its June 1987 meetings. The presentation included 
a discussion of ILRAD's strategy and the program plans to execute the 
strategy in the quinquennuim 1988-92. Based on discussion with ILRAD staff, 
TAC has endorsed ILRAD's proposal with the minor exception of ILRAD's plans 
to undertake work on additional diseases (please see paragraph 24 below) in 
the early nineties. TAC has suggested that ILRAD have a further discussion 
in 1990 before initiating this research. 
18. In 1986 the Group and TAC examined the full extent of ILRAD's 
programs in the context of the external reviews of ILRAD. The reviews 
strongly endorsed the immunological approach adopted by ILRAD in conducting 
research on the two diseases and recommended a modest expansion in ILRAD's 
research capacity. Further, the reviews suggested that ILRAD intensify its 
training activities. ILRAD in presenting its 1987 program of work to TAC in 
June 1986 reported progress on implementing the recommendations and TAC 
approval with this was reflected in the annual budget recommendations for 
1987. Donor approval of ILRAD's progress continues to be strong. 
19. While ILRAD is in the process of formally updating its strategy 
document, the basic thrust of its work remains unchanged. The strategic 
choice for developing solutions to the disease problem remains preventive and 
immunological as against vector control of ticks and flies. ILRAD, however, 
will continue to pursue some work on chemotherapy as well as on understanding 
the mechanism of resistance in trypanotolerant cattle. 
20. The five-year program has been designed to implement this strategy. 
The basic premise is that over this period, output expectations in terms of 
new vaccine development are limited to increasing the possibility of such 
development and for this a continuing level of ,investments is necessary. 
ILRAD will, however, as intermediate outputs from this research investment, 
continue to generate basic knowledge of parasite and ruminant biology and 
utilise this knowledge in improvement of currently available control measures 
for these diseases. 
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21, The new add~t~o~a~ ensions of the ahe, socio-economic: 
assessments of the imp et of improved contra% res and the training and 
collaborative aetlvitfes. Reflecting the nature of its work, i.e. pioneering 
and steady effort to unravel the research puzzle and the uncertainty in time 
needed to have payoff, ects only a m nerease in staf fin{: to 
reach a complement of Qgiti~~s by 1 higher than the 1!)87 
level, with csneomfttant financial ~@ao~~~~~~ 
22. IL 
thrusts for 
socio-economics) trai 
table below for the 
expanding at 
of 1% 
trix research 
theileria, 
istration. As shown :in the 
ets resource needs 
rows at a more modest rate 
1988-92 
Average 
Annual 
Aotiv-itu 
1. E880ntkZt pm 
Tpypano8oda8~% 
TheilerZa 
Research 
Emn/Soo 8 
Training 
NARS/twnf/do 
Adi&ietrati 
II. Dssimbk~ 
Theileria 
Tota 
Total oocete 
Growth(%I 
z5!iiTm 
3024 2% 
&+JQB 3% 
2.21 2% 
0*51 6% 
1.22 5% 
0.78 5% 
3.08 3% 
f3*10 14: 3% 
0.84 15% 15% 
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23. The principal issues in TAC's examination and dialogue with ILRAD 
can be characterized as follows: 
(a) earlier TAC assessments expressed in the document CGIAR priorities 
and strategies that research on livestock diseases should not increase; 
(b) an assessment of ILRAD's program approaches and the scale of 
resources needed to undertake them; 
(c) a judgement on components of ILRAD's work essential for achieving 
the ILRAD objectives. 
24. ILRAD's proposal does not strongly challenge the earlier TAC assess- 
ments that CGIAR effort on livestock diseases should not increase since it 
outlines only a modest growth path. Nevertheless, in considering 23(a) TAC 
discussed the potential scope of the disease problem and the efforts being 
made elsewhere to research them. The conclusion appears to be that the role 
of livestock diseases will be one of the first areas for re-examination as 
TAC initiates continuing assessments of CGIAR priorities and strategies. The 
itmnediate implication of the present policy relates to work proposed b 
to start in the early nineties on cowdriosis and tropical theileriosis r 
ILIAD 
/, 
since this would expand the scope of the research from two to four diseases. 
TAC deferred a decision and suggested that ILRAJJ should come back in 1990 for 
a further discussion. ILRAD accepted the suggestion. 
25. ILRAD has outlined the activities or the main scientific components 
of its two research programs. These are: for Trypanosomiasis - Epide- 
miology, Biology/Biochemistry, Immunology and resistance mechanisms and for 
Theileria - Epidemiology, Sporozoite immunization and Schizont immunization. 
Specific work programs in each of these activities form the basis for the 
overall disease program. 
Work on aadt-hdosis ha8 been d<St%SS%d for 807ne time. The oonoern is 
that, in the absenoe of spsaifia oontrol nmasures for this d~80a80, it 
will be impO88ibl0 to realize the full eaommia benefits of improved 
aontrol of theilerio8i8 in the reg&ns of 4friaa where both d$S%a8%8 
ao-exsst . Tropioal th&l%PiO8i8 is prevalent in a geographioal area 
between S.B. Asia to the Msditerranean, inaluding the Indian 
sub-aontinent and China. While a form of imuniaation &8t8 for this 
disea88, there are problem8 aesodated with its use, eapeoially in 
improved liveetoak. 
26. Over the next quinquennuim ILRAD forsees that most activities in the 
essential program would not need additional senior staff with the exception 
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of epidemiology of theileria. By 1992 this activity would expand by two 
positions to undertake work related to implementation of expected results. 
ILRAD's essential program includes four positions financed as "special 
projects" (a position in the schizont immunization program dealing with 
methods of schizont characterization and three positions associated with 
Trypanosomiasis work in Sene-Cambia on productivity of the N'Dama cattle). 
27. ILRAD considers work on aspects of trypanosome biology and 
biochemistry activity and theileria schizont immunizations currently 
involving two positions as desirable and intends to continue it as such,, 
ILRAD also proposes by 1989 it would be desirable to initiate work on non=- 
tsetse transmitted trypanosomiasis and trypanosome induced reproductive- 
dysfunction. 
28. After extensive discussion on the scale of each activity and its 
relationship within the total program for each disease, in response to 23(b) 
TAC has accepted ILRAD's judgement on the scale and appropriateness of Its 
research activities. In response to 23(c) TAC endorses the 1988-92 essential 
program including the two new positions in Theileria epidemiology. TAC also 
concurs with the center's assessment of the desirable program. 
29. In addition to the biological program two new key elements of ILRAD' 
program are its work on socio-economic impact assessments and its train:ing/ 
collaborative activities. During 1987 both programs are being fully staffed 
and not expected to require significant additional resources over the 
quinquennuim. Both elements in different ways respond to previous concerns 
expressed by TAC. The socio-economic program is expected to be pioneer.tng in 
terms of basic knowledge generated on the likely impact (including 
ecological) on local populations of a significant reduction in cattle 
mortality. A key element here is the likely changes in patterns of cattle 
management if a vaccine were available.2/ As to the training/collaborative 
program ILRAD sees a rapid expansion of-training courses and seminars along 
with collaborative tools such as workshops and joint programs with national 
institutions. While much of the collaborative activity will continue tlo 
focus on east coast fever and use of trypanotolerant livestock new 
initiatives are also likely. TAC strongly endorsed both these programs for 
inclusion in the 1988-92 essential program of work. 
z/ FOP example, reduution in mortality dose not necessarily imply 
eubstant&zlly larger oattle population straining the feed resouroee~. A8 
d<S%aS% Picks reduoe people may in fact reduae herd siaes einoe the need 
for keeping larger herds a8 insurance against current high rate8 of 
mortal&y should deolCne onae vaocines are available. 
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Financial Swmary 
30. In aggregate terms TAC recommends for Group approval an essential 
program of work which is estimated to need a senior staff complement of 62 
and $15.9 million by 1992. Four additional positions and $1.2 million by 
1992 are also endorsed to add to the research complement as funds become 
available. In comparison to ongoing activities in 1987 at a level of 62 
senior positions and $13 million this recommendation is for a real growth in 
funding (including capital needs) averaging 3% per year for 1988-92. 
Teahnioal point: In aonducting this review TAC discussed the total program 
of the oentep oithout any dist~notion as to the 8ource of funding i.e. oore 
and spedat projeats. The 1987 program of $13 million is expected to be 
finu?lued $11.9 million as ni30re” and $1.1 million as “8pe&ll”. 
Cpst Structure 
31. IIJUD's cost structure is comparable to its sister commodity 
institutions. Of a total staff complement of 410 in 1987, 99 or 24% are 
internationally recruited classified as 62 senior (including post-doctorals) 
and 37 supervisory. By 1992 ILRAD projects that staffing would increase by 
47 or 11X, almost all of it due increases in support staff since 
international positions would increase only by four. The unit cost per 
senior staff in 1987 is about $190,000 and projected to increase, reflecting 
higher costs of doing business, to $210,000 in 1987 dollars by 1992. Total 
costs increase mainly in 1988 and 1989. While the 1989 increase is due to 
the positions proposed to be added in that year, the 1988 cost increase 
reflects the full costs of recruitment of two posts added in 1987 as well as 
full operational costs of the socio-economic unit established in 1986. 
Capital Program 
32. ILKAD proposes a capital program of $2.6 million over the 1988-92 
period, over two-thirds of which is for purchasing new scientific and office 
equipment. An additional $1.7 million is also allocated for replacing 
existing capital stock. Depending on future needs for additional laboratory 
space and housing situation in Kenya, ILKAD projects a need for additional 
spending of up to $2 million in the desirable category. 
- 13 - 
Key Financial Elements 
33. Table 2 below summarizes the key elements for Group approval 
each of the five years along with a 1987 reference column. output 
for 
expectations are not listed here but can be found in the ILRAD document 
"1988-92 Program plan and funding requirements" also being submitted fo,c 
Group approval. 
International Laboratory for Research on Animal Diseases 
Table 2: F$nancial and Staffing Requirement8 (1988-921 
Plan Recommendation 
-737. 1988 1989 1990 1991 1992 - ----- 
ESS%?ltiat PPOgPmS 
Senior staff 60 60 61 61 62 62 
Funding (Cn $M) 11.88 13.05 14.04 14.52 15.20 i16.88 
:of which 
Capital 0.55 0.59 0.61 0.47 0.47 0.47 
Desirable program8 
senior staff 
Funding (in $MI 
tof which 
Capital 
2 2 4 4 4 4 
1.10 0.52 1.45 1.06 2.00 1.20 
0.60 0.10 0.60 0.15 0.95 0.15 
Total programs 
Senior staff 
Fund4kg (in $8) 
:of which 
Capital 
62 62 65 65 66 66 
12.98 13.57 15.49 15.58 17.20 17.08 
1.15 0.69 1.21 0.62 1.42 0.62 
Fund&g ohanges 
over previous year 1%) 
real 
real ezcl. aapital 
price 
Staffing ohange 
over previous year 
-0.4% 10.8% -2.3% 7.2% -3.6% 
3.7% 7.6% 1.8% 2.4% 1.2% 
5.0% 3.0% 3.0% 3.0% 3.0% 
0.0% 4.8% 0.0% 1.5% 0.0% 
Inaluded Zn the 
above figures (in $MI 
(a) Working capital 
additions 
(b) Cumulative price 
pPOVi8iOll8 
(al Income from own 
BOU.m%8 
0.05 0.07 0.05 0.05 0.06 
0.57 0.96 1.37 1.80 2.25 
0.20 0.20 0.20 0.20 0.20 
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Section IV 
International Service for National Agricultural Research 
The International Service for National Agriculturvxl 
Research was established in 1980 for the purpose of assisting 
governments of developing countries to strengthen their 
agricultural research. It provides assistance, upon request, 
on research policy, organiaation and management issues and 
supports this aert&e with active research and training 
pPO@'Wl8. Its work complements the activities of other 
assistance agencies. It is based in The Hague, Netherlands. 
34. ISNAR presented a five-year program plan and its associated funding 
requirements to TAC during its March and June 1987 meetings. The presenta- 
tion included a discussion of ISNAR's strategy and the program plans to 
execute the strategy in the quinquennuim 1988-92. Based on several rounds of 
discussion with ISNAR staff, TAC has fully endorsed ISNAR's proposal 
summarized below. 
35. In 1986 the Group and TAC examined ISNAR's programs fully in the 
context of the first external reviews of ISNAR. The reviews recommended and 
CGIAR concurred that ISNAR should now be considered a full member of the CG 4 
family of IARCS. The reviews suggested that ISNAR develop a strategy to 
guide its work with an emphasis on building a strong research capacity. 
ISNAR's new management took office in late 1985 and reported progress on 
implementing the recommendation in presenting its 1987 program of work to TAC 
in June 1986. TAC approval of the pace of implementation was reflected in 
the annual budget recommendations for 1987. Similarly, donor approval seems 
to be forthcoming based on indications of financial support so far this year. 
36. ISNAR's strategy is fully articulated in its recent publication. It 
describes how its combination of advisory services, research and training 
focussing on twelve factors in the areas of policy, organization and 
management critical to the performance of national research systems, will 
enable ISNAR to fulfill its basic mission of strengthening these systems. 
The strategy also explains ISNAR's philosophy in choosing engagements with 
countries based on considerations of relevance, potential impact, equity and 
comparative advantage, Such considerations are necessary since demand for 
ISNAR's services far exceeds its present or potential capacity. Finally, the 
strategy also details the various stages and intensities of ISNAR involvement 
in country assistance from initial identification to implementation and the 
specific role of research results and training activities in these stages. 
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37. The five-year program has been designed to implement this strategy 
starting from the current stage of ISNAR’s evolution. It is an ambitious 
program both from the perspective of expected achievements and resource 
needs. By 1992 ISNAR will be engaged with almost one-third of the national 
systems in developing countries and will have carried out research and be 
providing advisory services and training in six of the twelve factors it is 
researching. Nineteen training events will be conducted per year and 
substantial investments made in producing training materials. To undertake 
this program of work ISNAR will need a staffing complement of 49 senior 
positions by 1992, almost twice as large as the 1986 level, with concomittant 
financial resources. 
38. ISNAR does not use a departmental structure since all ISNAR staff 
participate in major programs of work. Instead ISNAR uses two deputy pasts 
to manage Its two major programs: advisory services and research and 
training. As ehown in the table below for the next quinquennuim ISNAR 
projects resource needs expanding at an annual rate of 11% with research 
being the fastest growing element. 
International Service for National Agrlcnltural Research 
Tabte 1: CO8t8 (in 87$ M) of h,j*'or Aotitities - S%t8&8d Y&W% 
1888-82 
Averags 
A?md 
Rdvc802'# hWt&08 
Re8eaPoh 
Trdning 
Infonmdon 
k#ld?d8tl(lath 
12 2.12 13 2.58 
4 0.81 8 1.24 
4 0.88 4 0.84 
2 0.75 2 0.64 
3 0.87 3 0.82 
Totat 25 5.44 2Q 6.22 
II. &I8ilWbt8 &JgJUJn 
kfV%SOZ'# &WV'b8 
Raeeazwh 
TrdnCng 
Totat 
5 0.88 6 1.18 
2 0.36 2 0.40 
1 0.43 2 0.60 
8 1.87 10 2.18 
Totat CO8t8 33 7.11 38 8.41 
15 
a 
5 
2 
3 
34 
10 
2 
3 
15 
48 
3.23 8% 
1.98 20% 
1.23 7% 
0.68 -1% 
0.88 0% 
8.01 6% 8% 
2.15 18% 
0.43 4% 
1.32 25% 
3.80 
11.81 
13% 18% 
8% 11% 
39. The principal issues in TA ‘s exsmiwation and dialogue with ISNAR 
can be characterized as follows: 
(a) earlier TAC assessments ~2% elx? need %GF r”;3FS attention to 
strengthening nstional system expressed in the document CG R prforities and 
strategies. 
(b) the appr0 
ISNAR and other CG 
eoa~dPnatisn needed between 
(12) an assessment of ISRAR”s progr approaehee and the scale of 
resources needed to undertake them, 
(d) a judgement on eomgonents of ISN ‘s work essentiel for achieving 
the ISNAR objectives, 
40. In response to 39(ai L ’ T&C reconfirmed its earlier assessment that 
additional CG investments were necessary Sn the medium term to directly 
support the strengthening of national research systems, A key determinant of 
the future success of the CGI would be the capaefty of national 
systans to implement tbe new technolo generated by research in partnership 
with the IARCs. Consequently, i ssentPaP to have a better under- 
standing of the common constraints on the e%%ect%veness of national systems. 
While all IARCs worked in partnership with nations1 systems, ISNAR could 
offer them a special expertise Pn improvIng $nstitutional structures, ThPS 
is complementary to the e%%orts of s$ster IARCs, As pointed out in the 
external reviews of ISNAW, t earlier eoneept ISNAR pla.ylng a 
coordinating role for other I Gs was nst va%P ble other IARCs assisted 
in strengthening the technic capacity of the tional systems, ISNAR played 
the lead role in ass%stanee on the instftutfonal processes such as priority 
setting, planning and orga~~~s~~~~ and ma ement fssuesc In considering 
39(b) it is, therefore, eonsdstewt for IS to propose expansion to respond 
to CGIAR priorities and strategies rent overall d%vision of labor 
between ISNAR and other CG centers 
41. In consider%n (ct) and (d> it is relevant to note that ISNAR 
program approaches bav en estsb~~shea ~veh a period 0% y@a~s through 
experience. TAC is in full agreement w2tb their definition and thrusts. The 
key new feature is the analytical rigor used ISMAW in translating these 
approaches into a set of ac ivPtBes 3 assignin ““unit costs” to outputs and 
then computing resource wee on8 on output levels. TAG has 
reviewed in detail the vari rages fn the program of advising NARS and 
unit costs assumed for each e proposal envisages mafntaining a 
“relationship*’ with between 1 systems in tbe quinquennuim 
reflecting ISNAR’s judgemen realistically accomplfsh. 
ISNAR considers the lower 1 ~l-ltid lprOgFa of work and the 
upper limit desirable, between the e ntial and the 
upper level is intensity -- would also 
rapidly expand postin gementz advieo~ positions with 
selected national sys this definition 0% essential work and 
as mentioned above 68 snts on the scaPe zbx3ue esnvincing, 
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42. Conducting a substantive program of research to develop knowledge 
and management tools on common factors in development of effective national 
research institutions is one of ISNAR's important goals in this 
quinquennuim. ISNAR has identified twelve such factors on which it intends 
to establish a knowledge base leading to development of management tools and 
in-house diagnostic capacity. Six of these twelve areas (covering planning, 
organization and management) will be researched intensively while a basic 
capacity to deal with the remaining six will also be developed. This forms 
the essential program. The desirable element would be a capacity to colnduct 
special studies as the need arises. After extensive discussions with ISNAR 
TAC was persuaded that the structure of the essential program was sound\ in 
terms of addressing the most critical research needs. TAC also accepted the 
proposition of maintaining a capacity for conducting special studies under 
the desirable category. 
43. The ISNAR training program is particularly oriented towards the 
younger generation of research managers with limited administrative 
experience promoted into senior positions and thus faced with substantive 
leadership responsibilities. To this extent the essential components are the 
development of training materials and organizing and supporting training 
courses for national research leaders. ISNAR has judged that while a basic 
capacity for materials development is essential, the exact level of training 
courses or workshops would depend on several factors. Consequently, about 
half of the total program of 20 workshops is considered essential and the 
other half desirable. TAC has accepted this split as being reasonable. 
* 
Financial Summary 
44. In aggregate terms TAC recommends for Group approval an essential 
program of work which is estimated to need a senior staff complement of 34 
and $9.2 million by 1992. As funds become available an additional 15 
positions and $4.4 million are also endorsed to further expand mainly the 
advisory program by posting staff in the field. In comparison to ongoing 
activities in 1987 at a level of 33 senior positions and $7.1 million this 
recommendation calls for a real growth in the 1988-92 period averaging 11% 
per year. 
Technical point: In conducting this review TAC discusmd the total program 
of the center without any distinction a8 to the source of funding, i.e. core 
and i3pecZal proJ*ects. The 1987 program of $7.1 million is expected to be 
financed $5.4 million a8 “core” and $1.7 million a8 N8pecial”. 
Cost Structure 
45. As in IFPRI's case, the nature of ISNAR's business and its location 
in a developed country has resulted in a different cost struc.ture than its 
sister commodity institutions, i.e. ISNAR does not manage a lot of real 
estate nor does it have a large support staff (29 in 1987 rising to 50 by 
1992). The unit cost per senior staff position in 1987 is about $215,000 
which will increase to about $240,000 in 1987 dollars by 1992. TSNAR has a 
modest capital program, mainly office equipment and computers to increase the 
productivity of its staff, which also rises to $75,000 in 1988 from the 1987 
level of $50,000 but then stays at that level throughout the period. There 
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are two reasons for the increase in the unit coat: in the first instance, 
ISNAR is making an effort to bring ISNAR salary levels into line with those 
of comparable organizations. The second component is the increase in the 
support provided to the senior staff to reach a ratio of 1:l by 1992. 
Key Financial Elements 
46. Table 2 below summarizes the key elements for.Group approval for 
each of the five years along with a 1987 reference column. This 
recommendation differs from ISNAR’s proposal in terms of the phasing of the 
growth between 1988 and 1992. TAC suggests that ISNAR ehould smooth out the 
early phase of expansion to achieve a steady rate of growth to allow the 
institution an opportunity to better manage this expansion. 
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Table 2: Finanaial ami Staffing Requirement8 (1888-82) 
Plan 
1987 
E88ential ~OgMnrs 
Senior staff 
Funding (in $A!) 
25 
5.38 
&38ilYlbt8 ~OgY'cl??t8 
Senior staff 
IWading (in $MI 
Total pogrom8 
senior staff 
Funding (in $MI 
FWldi?3g dla?l$Je8 
OV%P ~lWViQU8 ljr8cU' (%I 
real 
price 
Strxffing change over 
JNVi@48 year 
Inaluded in the 
above figure8 (in $M) 
(a) Capital oosts 
(b) Working oapitat 
addition8 
(c) Cumlative priae 
pMVi8iO?Z8 
(d) Inoae from own 
8OUPC88 
8 
1.67 
33 
7.06 
Reaomendation 
1888 1888 1880 1881 1882 
---m + 
28 31 34 34 34 
6.53 7.48 8.41 8.78 8.17 
8 8 10 14 15 
1.80 2.25 2.75 3.81 4.37 
36 40 44 48 48 
8.33 8.73 21.16 12.68 13.54 
14.6% 13.4% 11.3% 10.4% 
3.0% 3.0% 3.0% 3.0% 
0% 11% 10% 8% 
0.08 0.08 0.08 0.08 
0.15 0.15 0.10 0.10 
0.25 0.54 0.87 1.22 
0.10 0.10 0.10 0.10 
3.6% 
3.0% 
2% 
0.08 
0.10 . 
1.58 v 
0.10 I 
